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ABSTRACT 


The  admissions  of  the  survey  respondents  to  this  thesis  demonstrate  that  there  is  a 
problem  with  the  implementation  of  the  National  Incident  Management  System  in  both 
large  and  small  law-enforcement  agencies  in  the  state  of  Wisconsin.  NIMS  training  is  a 
perishable  skill,  and  without  constant  refreshment — either  through  regular  practice  or 
actual  use — this  system  cannot  be  sustained  within  an  organization.  There  is  a  flaw 
either  within  the  training,  in  the  implementation  of  the  training,  or  in  the  system  itself. 

So,  what  are  the  barriers  to  Wisconsin  law-enforcement  agencies  adopting  and  routinely 
using  NIMS,  and  how  can  those  barriers  be  reduced?  To  gather  data  on  the  barriers  that 
Wisconsin  law-enforcement  agencies  encounter  using  NIMS,  an  electronic  survey  was 
developed.  Approximately  550  law-enforcement  agencies  within  Wisconsin  were 
queried  in  the  survey  with  a  very  low  12%  response  rate.  Sixty-six  percent  of  the 
respondents  reported  that,  while  they  may  be  in  compliance  with  federal  NIMS 
requirements,  they  are  not  proficient.  Recommendations  include  promoting  a  culture  of 
customization  of  NIMS,  creation  of  a  small  agency  version  of  NIMS,  and  conducting  a 
program  evaluation  of  NIMS  that  includes  the  creation  of  objective  NIMS  proficiency 
standards  through  output/performance  measurement  and  tying  future  funding  incentives 
to  those  objective  standards. 
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I.  INTRODUCTION 


A,  BACKGROUND 

It  is  difficult  to  accurately  measure  the  present  functionality  of  the  National 
Incident  Management  System,  or  NIMS,  in  Wiseonsin.  One  available  set  of  statistics 
provides  some  insight:  the  Wiseonsin  Preparedness  Plan  produeed  in  2007  by  the  Office 
of  Justiee  Assistanee  indieates  that  Wisconsin  is  committed  to  training  in  the  National 
Ineident  Management  System.  The  Wiseonsin  plan  states,  “Wiseonsin  is  served  by  more 
than  2,330  emergeney  response  ageneies  ineluding  650  law  enforeement  ageneies.  The 
state  will  eontinue  to  make  training  and  exereising  of  emergency  responders  a  priority, 
providing  support  to  train  4,000  responders  and  support  65  all-hazards  exereises  in  the 
next  year”  (Wiseonsin  Offiee  of  Justiee  Assistanee,  2008,  p.  3).  The  state’s  training  in 
this  ease  ineludes  all  emergency  responders,  not  just  law  enforeement,  but  one  eould  infer 
from  these  numbers  that  there  is  wide  aeeeptanee  of  NIMS. 

Despite  regularly  funded  NIMS  training,  the  survey  results  reported  in  this  thesis 
demonstrate  that  there  is  a  problem  with  the  profieiency  of  Wisconsin  law  enforcement 
ageneies  regarding  NIMS  and  ineident  eommand.  The  northern  eommunities  of  the  state 
have  recently  experieneed  high-easualty  active-shooter  ineidents,  and  the  city  of  Oak 
Creek  has  experieneed  an  aetive  shooter  using  an  Uzi  submaehine  gun  within  a  loeal 
hotel,  again  with  high  easualties.  These  are  dangerously  fluid  ineidents  that  involve 
offenders  with  military  or  law  enforeement  training.  While  there  is  no  question  that 
ageneies  respond  to  the  best  of  their  abilities,  the  eoordination  and  response  required  to 
resolve  aggressive  aetions  against  eitizens  and  publie  safety  must  be  trained  and  praetieed 
beyond  the  normal  funetional  abilities  of  the  law  enforeement  eommunity.  Ineidents  of 
this  type  require  ineident  eommand  strueture  with  the  establishment  of  safety  offieers, 
ineident  aetion,  and  safety  plans. 

Senior  law  enforeement  and  eommunity  leaders  may  not  be  totally  informed  of 
the  funetional  eommand  and  eontrol  abilities  within  their  organizations.  Johnnie  Smith, 
Administrator  for  Wiseonsin  Emergeney  Management,  reported,  “Keeping  issues  from 


the  scrutiny  of  outsiders  and  senior  leadership  maintain  what  one  senior  state  leader  has 
described  as  a  fa9ade.  Therefore,  while  the  status  quo  in  terms  of  homeland  security 
appears  adequate  and  functional,  based  on  organizational  structure  and  processes,  it  is 
also,  based  on  reasoned  evaluation,  a  candidate  for  collapse  in  the  face  of  a  catastrophic 
disaster”  (Smith,  2007,  p.  60).  This  statement  indicates  a  gap  between  an  agency’s 
perceived  and  actual  functional  ability. 

An  example  of  conflicting  signals  regarding  training  and  practice  comes  directly 
from  the  training  section  of  the  state  of  Wisconsin’s  Emergency  Management  Division, 
which  has  provided  training  in  incident  command  system  principles  for  over  fifteen 
years.  One  supervisor  reports  that  there  are  inconsistent  levels  of  commitment  and 
institutionalization  of  this  system  from  state  agencies  down  to  small  jurisdictions  within 
the  Wisconsin  law  enforcement  community  (Jerry  Haberl,  personal  communication, 
August  5,  2008).  There  has  been  a  significant  commitment  to  training  hundreds  of  law 
enforcement  commanders,  and  yet  the  training  section  supervisor  has  determined  that  the 
practice  of  NIMS  has  not  been  embraced  within  some  large  and  small  organizations. 

Trainers,  police  chiefs,  and  emergency  managers  attribute  a  wide  range  of  factors 
to  the  variance  in  NIMS  implementation:  lack  of  funding,  inadequate  staffing,  competing 
priorities,  lack  of  commitment  by  local  government  and  law  enforcement  leadership,  and 
the  inability  to  turn  NIMS  theory  into  practice. 

B,  PROBLEM  STATEMENT 

The  admissions  of  the  survey  respondents  to  this  thesis  demonstrate  that  there  is  a 
problem  with  the  implementation  of  NIMS  in  both  large  and  small  law  enforcement 
agencies  in  the  state  of  Wisconsin.  NIMS  training  is  a  perishable  skill,  and  without 
constant  refreshment — either  through  regular  practice  or  actual  use — this  system  cannot 
be  sustained  within  an  organization.  There  is  a  flaw  either  within  the  training,  in  the 
implementation  of  the  training,  or  in  the  system  itself.  The  consequences  are  unsafely 
managed  critical  incident  scenes  that  could  lead  to  death  or  great  bodily  harm  to 
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employees  and  eitizens.  The  inability  to  effeetively  mitigate  ineidents  in  a  timely  manner, 
eausing  unneeessary  finaneial  loss  or  impaets  upon  the  environment,  is  also  a  probable 
eonsequenee  stemming  from  this  problem. 

C,  RESEARCH  QUESTION 

What  are  the  barriers  to  Wiseonsin  law  enforeement  ageneies  adopting  and 
routinely  using  NIMS,  and  how  ean  those  barriers  be  redueed? 

D,  BENEFITS  OF  THE  STUDY 

This  thesis  will  serve  to  summarize  the  signifieant  authoritative  doeuments 
impaeting  the  seope  of  the  NIMS  projeet  nationally  and  within  Wiseonsin.  There  appears 
to  be  little  published  examination  of  the  root  eauses  for  diffieulties  in  sustainment  of 
NIMS.  This  thesis  may  be  useful  to  other  states  that  almost  eertainly  are  experieneing  the 
same  eoneerns  as  Wiseonsin. 

Immediate  eonsumers  are  the  leaders  and  trainers  of  the  Wiseonsin  law 
enforeement  eommunity,  Wiseonsin  emergeney-management  eommunity,  and  loeal, 
eounty,  and  state  government  leaders. 

Seeondary  eonsumers  inelude  the  Governor’s  Homeland  Seeurity  Couneil, 

Federal  Emergeney  Management  Ageney,  and  the  National  NIMS  Coordination  effort, 
along  with  the  National  Emergeney  Management  Assoeiation  and  the  International 
Assoeiation  of  Chiefs  of  Poliee. 

E,  LITERATURE  REVIEW 

Wiseonsin  instituted  a  NIMS  Advisory  Couneil  in  Mareh  2006  to  aet  as  a  eonduit 
for  the  variety  of  diseiplines  impaeted  by  the  presidential  direetive  to  adopt  NIMS. 
Through  this  eommittee  interaetion,  members  have  beeome  exposed  to  an  array  of 
eoneerns  from  ageneies  struggling  with  NIMS.  Some  reeurring  themes  are  home  rule 
doetrine,  laek  of  organizational  leadership  authority,  laek  of  adequate  professional 
standards,  and  poor  fit  in  organizations  of  fewer  than  50  offieers. 
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There  is  little  doeumented  research  on  NIMS  obstacles  but  FEMA  has  recently 
asked  the  states  to  identify  barriers  in  obtaining  NIMS  compliance.  One  source  is  the 
National  Emergency  Management  Association.  It  was  asked  in  the  fall  of  2008  by  EEMA 
to  compile  remarks  regarding  barriers  to  NIMS  compliance  from  their  state  members. 

One  recurring  theme  was  the  inflexibility  of  standardized  NIMS  requirements. 

There  are  several  documents,  both  federal  and  state,  establishing  NIMS.  The 
National  Strategy  for  Homeland  Security  2002  and  2007  and  Presidential  Directives  #5 
and  #8  mandate  NIMS  as  the  national  system  of  incident  management.  The  method  of 
gaining  compliance  has  been  spelled  out  in  the  NIMS  Compliance  Assistance  Support 
Tool  (NIMSCAST)  Web  site;  the  foundation  is  clear  and  the  documents  provide  adequate 
guidance.  There  is  commonsense  reasoning  behind  this  direction.  But  for  some  it  is  not 
compelling  enough  to  prioritize  NIMS  adoption. 

Direction  at  the  state  level  is  from  the  Governor  of  Wisconsin  who  has  issued 
Executive  Order  #8 1  that  designates  NIMS  as  the  basis  of  incident  management  in 
Wisconsin.  Incident  command,  an  essential  element  of  NIMS,  is  also  mandated  by 
Wisconsin  statute  as  well.  Wise.  Stat.  166.03(2)(a)2  requires  that  ICS  be  used  at  least 
during  declared  emergencies  by  all  emergency  response  agencies. 

The  lack  of  sufficient  collaboration  or  a  regional  approach  may  be  a  contributing 
reason  for  failure  to  assimilate  NIMS.  An  understanding  of  what  it  takes  to  effectively 
work  in  close  collaboration,  the  kind  that  is  essential  within  an  expanding  ICS  structure, 
may  lead  to  improvement.  One  source,  “Building  Collaborative  Capacity,”  written  by 
Erik  Jansen,  Susan  Hocevar,  and  Gail  Thomas  of  the  Naval  Postgraduate  School,  has 
created  a  table  of  success  factors  in  developing  interagency  collaboration.  The  primary 
factor  identified  by  the  respondents  was  an  overwhelming  need  or  “feeling  a  need  to 
collaborate”  (Jansen,  Hocevar,  &  Thomas,  2004,  p.  14).  Establishing  a  collaborative 
environment  may  then  hinge  on  selecting  those  individuals  or  leaders  with  a  mindset  of 
seeking  a  team  approach  to  problem  solving. 

One  leading  Wisconsin  discipline  for  collaboration  and  the  use  of  incident 
command  is  the  fire  service.  Its  recently  developed  mutual  aid  group  is  known  as  the 
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Mutual  Aid  Box  Alarm  System  (MABAS)  of  Wisconsin.  A  central  guideline  relies  on 
credentialing  personnel  and  developing  a  matrix  for  expanding  response  (Mutual  Aid 
Box  Alarm  System,  2008).  This  matrix  may  have  benefits  as  a  model  for  law 
enforcement  to  follow  in  formulating  a  system  of  quick  access  to  mutual-aid  partners. 

There  is  no  doubt  that  NIMS  skills  are  perishable.  A  study  of  the  “Lesson  Learned 
Information  Sharing”  Web  site  at  www.llis.gov,  which  contains  after-action  reports 
available  from  across  the  country,  identifies  performance  shortcomings  within  law 
enforcement  in  both  real  and  simulated  training  events.  These  documented  performance 
issues  also  provide  potential  solutions  or  action  plans  that  can  be  studied  to  provide 
points  of  discussion  and  recommendations  for  Wisconsin  law  enforcement  agencies 
struggling  with  the  complex  system. 

A  Critical  Evaluation  of  the  Incident  Command  System  and  NIMS  by  Buck, 
Trainor,  &  Aguirre  (2006)  provides  a  background  from  several  sources  on  understanding 
the  strengths  and  weaknesses  of  ICS,  how  it  initially  pertained  to  the  fire  service, 
fundamental  ICS  issues  with  other  disciplines,  and  views  regarding  the  sustainability  of 
NIMS.  There  is  a  confirmation  in  this  reading  of  the  sense  that  ICS  is  a  good  method,  but 
if  not  practiced  it  cannot  be  successful.  It  also  points  out  poor  examples  of  ICS  use, 
particularly  in  incidents  of  wide  spatial  range.  Buck,  Trainor,  and  Aguirre  relate  that  after 
the  Columbia  space  shuttle  accident,  it  was  impossible  to  establish  a  perimeter  control  (p. 
9).  It  took  on  the  look  of  a  mass  assault  incident  in  which  incident  command  was  used  by 
specific  agencies  but  was  not  initially  implemented.  Perhaps  one  of  the  most  important 
lessons  from  this  incident  is  that  it  created  unique  demands  for  which  available  ICS 
procedures  did  not  apply  in  their  entirety,  so  that  it  called  forth  many  forms  of  social  and 
cultural  emergence. 

F.  CHAPTER  OVERVIEW 

This  thesis  is  organized  as  follows: 

Chapter  II — Methodology:  A  report  of  the  demographics  of  Wisconsin  law 
enforcement  organizations,  the  survey  method  utilized,  and  the  outcome  of  the  survey 
including  notable  narrative  responses. 
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Chapter  III — Analysis:  An  analysis  of  the  quantitative  results  obtained  from  the 
research  effort.  Several  barriers  to  NIMS  implementation  and  the  reasons  behind  those 
gaps  are  discussed  in  this  chapter. 

Chapter  IV — Conclusions  and  Recommendations:  Conclusions  are  broken  out  and 
ideas  for  specific  stakeholders  are  provided.  The  recommendations  include 

1 .  Maintaining  the  status  quo 

a.  Conduct  a  local  risk  analysis 

2.  Customization  of  NIMS 

a.  Creation  of  a  small  agency  version  of  NIMS 

b.  Local  modification  of  NIMS 

c.  Enhancement  of  regional  incident  management  teams 

d.  Creation  of  a  smart  practices  forum  for  NIMS  customization 

3.  Resource  allocation 

a.  Regional  expansion  of  the  SMART  concept. 

4.  Program  evaluation 

a.  Third-party  program  evaluation  of  NIMS 

b.  Creation  and  voluntary  implementation  of  objective  NIMS 
proficiency  standards  through  output/performance  measurement 

c.  Funding  of  incentives  tied  to  objective  standards 

G.  HYPOTHESIS 

There  is  an  established  need  to  exercise  a  reliable  system  of  command  and  control 
at  critical  incident  scenes.  A  significant  number  of  Wisconsin  law  enforcement 
supervisors  have  received  basic  and  advanced  training  in  NIMS,  but  some  agencies  have 
not  been  able  to  implement  it  well,  and  others  have  opted  out  of  NIMS  training 
altogether. 

Some  of  the  reasons  that  agencies  opt  out  or  are  compliant  but  not  proficient  with 
NIMS  include  a  lack  of  organizational  commitment;  the  impact  of  the  home-rule 
doctrine;  the  lack  of  adequate  personnel  to  staff  such  an  effort;  the  complexity  of  the 
system  and  its  use  in  the  field;  NIMS  is  not  compatible  with  the  activities  of  all  agencies; 
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the  time  commitment  for  training  and  its  effective  delivery;  the  inadequacy  of  proficiency 
measurements;  the  overall  cost  of  commitment;  and  the  difficulty  in  both  initial 
implementation  and  ongoing  sustainment. 

A  report  by  the  Wisconsin  Legislative  Audit  Bureau  contains  some 
documentation  of  law  enforcement  performance  withNIMS,  specifically  incident 
command.  In  a  survey  conducted  in  November  2006  of  the  72  county  emergency- 
management  units  regarding  their  activities,  only  half  the  counties  responded;  of  those 
respondents,  one  half  of  the  counties  had  “unanticipated  problems  in  responding  to  recent 
emergencies,  including  that  municipalities  were  not  sufficiently  prepared  for  an 
emergency”  (Wisconsin  Legislative  Audit  Bureau,  2006,  p.  3).  Why  did  only  half  the 
counties  respond?  Perhaps  there  is  no  penalty  or  incentive  to  cooperate.  There  is  no 
authority  mandating  accurate  reporting.  Perhaps  due  to  apathy.  More  telling  is  that  those 
agencies  that  did  respond,  reported  a  significant  number  of  problems  in  performance. 

Jerry  Haberl,  the  facilitator  of  the  Wisconsin  NIMS  Advisory  Council,  suspects 
that  a  substantial  number  of  agencies  within  the  state  have  decided  against  accepting 
preparedness  assistance  (personal  communication,  August  5,  2008).  He  attributes  this 
lack  of  commitment  to  several  factors,  including  the  lack  of  local  match  funding,  lack  of 
allocated  time  for  training  and  planning  in  emergency  management,  and  homeland 
security  issues.  There  is  no  strong  desire  to  develop  meaningful  and  practiced 
emergency-operations  plans.  It  may  be  that,  in  the  several  years  since  9/11,  citizens  and 
local  governments  have  been  losing  momentum  in  the  area  of  homeland  security  efforts. 
Chris  Bellavita  addresses  this  phenomenon  in  his  theory  of  the  issue  attention  cycle, 
stating:  “We  are  far  removed  from  9/1 1  and  quite  frankly  there  is  that  90%  of  adults  that 
think  that  terrorism  is  not  too  likely”  (Bellavita,  2005,  p.  4). 

Some  leadership  from  agencies  of  fewer  than  25  officers  report  that  at  no  time  in 
their  tenure  have  they  encountered  significant  incidents  that  would  have  required  the  need 
for  an  expanded  incident  command  structure.  Why,  then,  should  they  allocate  the  time 
and  personnel  required  to  institute  NIMS?  Unfortunately,  in  June  of  2008,  an 
unprecedented  32  counties  within  Wisconsin  suffered  the  worst  flooding  in  the  state’s 

history.  A  presidential  declaration  of  emergency  was  secured  and  FEMA  responded  with 
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funding.  FEMA  requires  a  NIMS-struetured  response,  and  there  were  many  ageneies  that 
were  unprepared  for  the  FEMA-structured  reporting  system.  The  utilization  of  the 
ineident  eommand  system  is  required  to  eoordinate  eommand  and  eontrol.  This  is  a 
perfeet  example  that  leaders,  espeeially  law  enforeement  leaders,  should  eonsider  and 
prepare  for  the  high-risk,  low-frequeney  events.  Some  leaders  as  indieated  in  the  survey 
do  not  embraee  the  idea  that  NIMS,  as  a  terrorist  attaek  is  improbable  in  rural  Wiseonsin 
eommunities  but  there  is  little  appreeiation  that  NIMS  is  mueh  more  apt  to  be  used  in 
loeal  response  of  natural  disasters. 

Although  the  literature  indieates  a  number  of  impediments  to  the  adoption  and  use 
of  NIMS,  it  does  not  explain  the  root  eauses  or  potential  solutions  to  these  problems.  For 
this  reason  a  survey  instrument  was  developed  to  direetly  engage  the  law  enforeement 
eommunity  in  Wiseonsin. 
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II.  METHODOLOGY 


To  gather  data  on  the  barriers  that  Wiseonsin  law  enforeement  agencies  encounter 
in  adopting  and  routinely  using  NIMS,  an  electronic  survey  was  developed.  Its  focus  was 
on  NIMS  mandates,  Wisconsin’s  efforts  towards  compliance,  and  the  evaluation  of 
NIMS.  The  goal  of  the  research  was  to  collect  data  to  determine  actual  compliance  rates, 
identify  reasons  for  non-compliance,  and  generate  possible  solutions  or  improvements. 

A.  WHY  A  SURVEY? 

A  survey  was  used  to  draw  information  directly  from  agency  administrators  that 
would  debunk  or  reinforce  the  theory  that  Wisconsin  law  enforcement  is  not  proficient  in 
NIMS.  The  indications  are  that  NIMS  implementation  as  mandated  by  the  federal 
government  is  relatively  high,  but  those  numbers  do  not  equate  to  expertise  in  incident 
command  or  adequate  preparedness  within  NIMS.  An  additional  goal  of  the  survey  was 
to  elicit  both  smart  practices  and  lessons  learned  that  could  eventually  be  shared  with 
those  interested  in  the  process  but  struggling  with  it.  The  hope  was  that  if  a  law 
enforcement  partner  asked  the  questions  that  allowed  for  a  confidential  narrative 
response,  senior  members  would  use  the  opportunity  to  fully  divulge  their  concerns. 

Gathering  documentation  through  a  survey  can  be  a  powerful  influence  for 
change.  It  was  expected  that  the  results  would  confirm  that  a  wide  variety  of  issues  exists. 
These  findings  would  then  be  used  to  promote  a  more  comprehensive  program  evaluation 
and  to  develop  recommendations  for  streamlining  or  customizing  NIMS. 

B,  DEMOGRAPHICS  OF  WISCONSIN  LAW  ENFORCEMENT 

The  Wisconsin  Department  of  Justice  Training  and  Standards  Bureau  reports  that 
there  are  approximately  550  law  enforcement  agencies  within  Wisconsin.  As  is  the  case 
in  most  states,  most  of  the  departments  are  small:  320  agencies  (58%)  have  fewer  than 
ten  officers;  another  102  agencies  (an  additional  20%)  have  fewer  than  25  officers. 
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All  departments  within  the  state  were  asked  to  respond.  A  sufficient  number  of 
responses  from  small  and  medium-sized  police  departments  and  sheriffs  departments 
were  received,  but  there  were  few  responses  by  the  largest  departments  within  the  state, 
which  resulted  in  a  gap  in  the  total  survey  value. 

Below  are  two  charts  that  reflect  the  make-up  of  law  enforcement  organizations 
(LEO)  in  the  state  of  Wisconsin.  These  charts  visually  confirm  that  58%  of  the  agencies 
number  fewer  than  25  in  staffing.  This  could  be  a  central  reason  that  law  enforcement  is 
struggling  with  NIMS  in  Wisconsin.  NIMS  and  the  command  and  control  component 
require  sufficient  resources  to  fill  out  the  structure  needed  in  incident  command.  With  a 
majority  of  the  agencies  having  fewer  than  25  personnel,  how  can  NIMS  be  successfully 
implemented? 


#  of  primary  officers  in 
Wisconsin 

#  of  Wisconsin  agencies 

500+ 

2 

400-499 

3 

300-399 

0 

200-299 

3 

100-199 

13 

75-99 

16 

50-74 

24 

25-49 

64 

15-24 

65 

10-14 

47 

5-10 

140 

1-5 

180 

Table  1 .  Number  of  Wisconsin  agencies  by  number  of  sworn  officers.  Courtesy  of 

Richard  P.  Williams,  Operations  Program  Associate,  Wisconsin 
Department  of  Justice  Training  and  Standards  Bureau. 
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Agencies  by  Number  of  Active,  Primary  LEOs 


200-299 

1% 


300-399 
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5-10 
25% 


□ 

500+ 
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□ 

300-399 

□ 

200-299 

■ 

100-199 

□ 

75-99 

■ 

50-74 

□ 

25-49 

■ 

15-24 

■ 

10-14 

□ 

5-10 

□ 

1-5 

Figure  1 .  Agencies  by  Number  of  Active,  Primary  LEOs.  Courtesy  of  Richard  P. 

Williams,  Operations  Program  Associate,  Wisconsin  Department  of 
Justice  Training  and  Standards  Bureau. 


C.  SAMPLE  SELECTION 

Members  of  the  Wisconsin  Chiefs  of  Police  Associations  and  the  Badger  Sheriffs 
Association  were  solicited  as  survey  respondents.  An  e-mail  was  sent  to  the  board  of 
directors  of  the  Wisconsin  Chiefs  of  Police  Association  and  to  the  president  of  the  Badger 
Sheriffs  Association  requesting  that  each  organization  forward  the  survey  Web  site.  A 
further  request  was  made  that  each  organization  provide  an  introductory  message  of 
support  and  encourage  its  members  to  participate  in  the  survey.  To  ensure  that  the  most 
knowledgeable  individuals  were  queried,  law  enforcement  executives  were  requested  to 
forward  the  survey  to  those  in  their  organizations  with  the  most  interest  or  information 
about  possible  agency  barriers  to  compliance.  It  was  important  to  elicit  responses  from 
those  who  had  primary  responsibility  for  training,  implementation,  policy  development, 
and  the  evaluation  of  NIMS. 
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D,  SURVEY  QUESTION  METHODOLOGY 


The  survey  opened  with  preliminary  questions  about  the  size  of  the  agency  and 
the  respondent’s  rank.  A  key  question  then  followed  that,  depending  upon  the  answer, 
directed  the  respondent  to  one  of  three  sets  of  additional  questions: 

Rate  your  organization’s  commitment  to  NIMS  compliance.  (Depending  on  the 
response  to  this  question,  you  will  be  forwarded  to  a  set  of  questions  specific  to  your 
agency’s  situation.) 

1 .  No  formal  organizational  commitment  to  the  NIMS  initiative. 

2.  NIMS  compliant  but  perhaps  not  proficient  with  NIMS  practices. 

3.  NIMS  compliant  and  have  integrated  NIMS  well  into  the  organization. 

For  those  agencies  that  had  opted  out  of  NIMS,  the  follow-up  questions  were 
structured  to  establish  why. 

1 .  What  needs  to  be  changed  within  NIMS  itself? 

2.  What  would  need  to  be  changed  with  the  way  NIMS  is  trained? 

3.  What  would  need  to  be  changed  within  your  agency  or  its  mission? 

For  those  agencies  that  are  NIMS  compliant  but  perhaps  not  proficient,  and  for 
those  that  have  successfully  integrated  the  program  into  their  organization,  expanded 
answers  were  sought  regarding  the  process  by  which  the  department  had  accomplished 
this  implementation. 

1 .  How  often  do  you  train? 

2.  How  have  you  incorporated  NIMS  into  your  daily  operations? 

3.  Have  you  used  NIMS  in  medium  and  large-scale  events? 

4.  Have  you  established  a  unified  NIMS  program  within  all  local  government 
agencies? 

5.  What  recommendations  would  you  have  for  those  pursuing  NIMS  now? 

6.  What  challenges  did  you  have  to  overcome  in  order  to  apply  the  theory 
and  turn  it  into  practice? 
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7.  What  tools  (procedures,  praetiees,  teehnology,  and  equipment)  did  your 
ageney  introduee  to  supplement  the  implementation? 

8.  Do  you  measure  your  ageney’s  eompeteneies  in  NIMS? 

9.  Is  there  any  other  pertinent  information  based  on  your  experienees  with 
NIMS? 

E.  SURVEY  RESPONSE  RATES 

Six  responses  aeknowledged  no  formal  eommitment  to  NIMS.  Seventeen 
responses  reported  that  the  ageney  is  NIMS  eompliant  and  has  integrated  the  system  into 
its  organization.  Forty-four  respondents  (or  65.7%  of  the  respondents)  indieated  that 
although  their  ageney  is  NIMS  eompliant,  it  is  not  profieient  with  NIMS  praetiees.  It  was 
not  surprising  that  almost  66%  of  the  ageneies  were  not  profieient;  this  eonfirms  that  law 
enforeement  struggles  with  NIMS. 

Several  observations  regarding  the  response  level  were  revealing.  Of  550 
potential  respondents  only  67  (12%)  answered  the  survey.  While  there  was  an 
expeetation  that  many  would  opt  out  of  answering  the  narrative  questions,  this  laek  of 
involvement  was  surprising  and  disappointing. 

The  response  to  the  survey  refieeted  fewer  partieipants  than  expeeted  and  spoke 
volumes  about  the  state  of  NIMS  within  Wiseonsin  law  enforeement.  Ken  Hammond, 
direetor  of  the  Wiseonsin  Department  of  Justiee  Training  and  Standards  Bureau,  reported 
that  his  organization  eommonly  uses  surveys  to  obtain  program  guidanee.  The  Training 
and  Standards  Bureau’s  experienee  with  response  rates  from  Wiseonsin  law  enforeement 
has  been  as  high  as  60%  and  as  low  as  20%,  depending  on  the  survey.  Mr.  Hammond 
reported  that  if  the  respondent  has  an  interest  in  the  subjeet,  he  usually  takes  the  time  to 
assist  in  the  researeh  (personal  oommunieation,  September  2,  2008).  An  overall  response 
rate  of  12%  suggests  that  there  is  little  interest  in  NIMS-related  issues. 

F.  RESPONSE  OUTCOMES  AND  ANALYSIS 


Among  those  responding  ageneies  that  have  opted  out  of  NIMS,  a  few  short 
narrative  responses  were  reeeived  from  ageneies  with  staffs  of  fewer  than  10.  The  main 
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message  reeeived  was  that  NIMS  is  not  worth  the  time  or  personnel  eost  that  the  eoneept 
entails.  The  number  of  responses  eolleeted  in  this  line  of  questioning  was  very  small, 
however,  and  any  eonelusions  therefrom  should  be  eonsidered  uneonfirmed. 

Responding  ageneies  that  have  integrated  NIMS  into  their  organizations  were 
generally  positive  in  their  reports.  Somewhat  surprisingly,  these  organizations  generally 
only  train  on  a  yearly  basis.  Most  of  them  use  the  ineident  eommand  portion  when  needs 
arise  in  eritieal  ineidents;  they  support  its  use  by  speeialty  teams;  and  they  have  not 
ineorporated  it  into  daily  operational  response.  Most  supervisors  have  diseretion 
regarding  when  to  implement  ineident  eommand.  A  majority  of  ageneies  with  more  than 
25  members  have  experieneed  larger-seale  ineidents  where  NIMS,  and  more  speeifieally 
ineident  eommand,  were  utilized;  these  ageneies  were  pleased  with  the  outeome  of  the 
event.  A  great  majority  of  organizations  with  staff  numbering  25  or  more  also  has  a 
satisfaetory  working  emergeney-management  eooperation  with  other  units  within  their 
government.  Somewhat  unexpeetedly,  most  ageneies  have  been  using  NIMS  for  only 
three  years  or  less.  Some  report  that  there  was  an  initial  push  towards  ineident  eommand 
after  9/11.  Some  of  those  had  slipped  in  eommitment  sinee,  and  it  has  only  been  beeause 
of  the  reeent  NIMS  eomplianee  mandate  that  they  have  beeome  involved  with  ineident 
eommand  again. 

A  variety  of  suggestions  were  reeeived  regarding  ehanges  that  should  oeeur  in  the 
system  itself.  Reeommendations  were  eonsistent  with  what  the  Wiseonsin  NIMS 
Advisory  Couneil  and  National  Emergeney  Managers  Assoeiation  have  been  hearing  in 
the  last  18  months.  Most  loeal  governmental  entities  gather  their  measurement  of  NIMS 
profieieney  through  performanee  observed  or  reported  through  after-aetion  reports.  Few 
new  barriers  were  identified.  Most  of  the  data  reeeived  was  a  reaffirmation  of  previously 
eommunieated  eoneems  to  either  eounty  and  state  emergeney-management  or  FEMA 
offieials. 

The  respondents  who  were  eompliant  but  perhaps  not  profieient  with  NIMS 
praetiees  generally  provided  the  same  type  of  responses  as  those  who  eonsider 
themselves  sueeessful  in  implementation.  As  antieipated,  this  eategory  did  identify 


problems  with  ongoing  training,  ability  to  initiate  effeetive  poliey  ehanges,  and  problems 
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with  incorporating  ICS  into  daily  operations.  Surprisingly,  a  large  number  have  not  had 
any  occasion  to  actually  use  NIMS  in  a  medium-  or  large-scale  event.  At  least  half  these 
organizations  have  no  established  emergeney-management  interaction  with  other  internal 
departments.  Some  have  shared  polieies  but  do  not  practiee  together  or  have  significant 
interaction  regarding  these  proeedures.  The  average  experienee  of  the  compliant  but  not 
proficient  group  with  NIMS  is  three  years  or  less  and  is  similar  to  those  that  are 
proficient. 

The  most  helpful  eontributions  from  this  category  of  respondents  concerned 
reeommendations  to  other  organizations  in  the  process  of  implementing  NIMS  and 
revealed  that  for  a  variety  of  reasons  there  was  a  laek  of  agency  commitment  to  either 
initial  or  ongoing  training. 

G.  NOTABLE  RESPONSES 

1.  Those  Opting  Out  of  NIMS 

Within  the  group  that  opted  out  of  NIMS,  respondent  #3  commented,  “How 
would  NIMS  inerease  daily  effieiency  for  a  two-man  department  vs.  the  time  spent  on 
up-keep  of  records?”*  Respondent  #4  shared,  “Where  do  you  find  money  to  praetice  the 
objeetives  and  eommand  systems?” 

There  were  operational-level  opinions  that  NIMS  would  not  enhance  the  overall 
daily  response.  These  agencies  have  received  training  in  ineident  command  but  have  no 
intention  to  commit  to  the  larger  NIMS  program.  This  small  group  concentrated  on 
eommand  and  control  in  their  responses  but  did  not  mention  NIMS  eoncepts  of 
preparedness  and  recovery  efforts. 


*  Those  respondents  to  the  survey  who  wished  to  remain  anonymous  are  identified  in  this  thesis  by 
number;  respondents  who  agreed  to  diselosure  of  their  identities  are  named. 
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2. 


Those  Successful  at  Implementing  NIMS 


Those  respondents  whose  agencies  were  successfully  implementing  NIMS 
thought  that  NIMS  needed  less  repetition  and  more  real-time  scenarios.  Respondent  #39, 
a  sheriff  and  emergency-management  director,  stated  that  NIMS  needs  to  “recognize  that 
one  size  does  not  fit  all  departments.” 

One  successful  department  feels  that  to  secure  the  commitment  of  more 
departments  to  NIMS,  employees  need  to  have  a  better  understanding  of  the  benefits  of 
the  system.  Lt.  Halverson  of  the  Brown  Deer  Police  suggests,  “If  NIMS/ICS  is  to 
continue  to  be  successful,  funding  needs  to  continually  be  made  [available]  for  training 
and  equipment  updates.  The  NIMS  requirements  are  such  that  maintenance  of  the 
program  to  be  compliant  can  sometimes  exceed  agency  budgets.” 

Chief  Dams  of  the  Greendale  Police  Department  has  worked  hard  with  his  fire 
counterpart  to  create  an  atmosphere  of  collaboration.  He  suggests  that  perhaps  change  is 
difficult  for  some:  “Old  habits  die  hard — police  agencies  working  with  fire  agencies  takes 
work.  We  [police  and  fire]  both  have  different  views  on  how  to  manage  incidents.” 

The  most  value-laden  narratives  from  those  that  have  successfully  implemented 
NIMS  came  in  the  area  of  those  recommendations  that  they  would  make  for  others 
working  towards  compliance.  Chief  Alloy  of  the  Brillion  Police  replied,  “Get  compliant 
and  stay  compliant  with  regular  training,  as  it  is  the  best  training  available  to  combine 
resources  in  the  event  of  an  emergency.” 

Regarding  compliance,  Lt.  Halverson  asserted,  “Have  all  of  the  officers  attend  the 
classes  and  not  train  them  with  the  on-line  course.  Make  sure  you  have  a  mechanism  in 
place  to  review  compliance  status  on  a  regular  basis.” 

Sergeant  Mahoney  of  the  Dane  County  Sheriff  Department  recommended  reliance 
on  the  smart  practices  of  other  agencies:  “Develop  a  database  of  examples  from  other 
agencies  of  what  they  have  used  and  worked  that  would  be  similar  to  their  agency.” 
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Chief  King  of  the  Prairie  du  Chien  Police  Department  stated,  “Take  it  seriously, 
suffer  through  the  repetition,  and  get  it  done.  At  some  point,  you  will  be  glad  that  you 
did.” 


3.  NIMS  Compliant  but  Not  Proficient 

Respondent  #6,  from  among  those  agencies  that  are  compliant  but  not  proficient, 
reported  that  the  agency  trains  “as  needed  only  to  keep  the  department  certified  to  accept 
federal  grants.”  Incorporating  ICS  into  daily  operations,  respondent  #73,  with  a  staff  of 
more  than  100,  mandates  ICS  “whenever  an  incident  involves  more  than  four  personnel 
to  a  scene.” 

A  variety  of  agencies  have  instituted  the  appropriate  policy  and  procedures  but 
use  the  policy  as  a  guideline  only.  Respondent  #60  stated  that  his  agency  “encourage[s] 
their  supervisors  to  employ  the  procedure  whenever  they  can.” 

Recommendations  for  others  struggling  with  the  process  came  from  respondent 
#73:  “Coordinate  training  with  agencies  that  have  established  NIMS.  Have  a  core  group 
of  NIMS-proficient  personnel  to  ensure  NIMS  compliance  in  the  event  of  a  major 
incident.” 

Chief  Boyes  of  the  East  Troy  Police  noted,  “Lobby  Washington  to  make  NIMS 
more  realistic  for  law  enforcement.  NIMS  is  not  designed  for  smaller  agencies.” 
Respondent  #3  said,  “You  need  to  have  strong  support  from  your  council  and  other  city 
staff  to  be  committed  to  it.”  Sheriff  Nehls  of  Dodge  County  recommended,  “Buy  into  it 
now,  it  is  here,  start  the  classes  and  start  integrating  it  into  our  department, 
institutionalize  it.” 

Many  believe  that  changes  are  needed  within  NIMS  itself.  Chief  Boyes  stated, 
“The  way  NIMS  is  presented  is  a  problem.  It  works  for  fire,  but  police  are  not  fire.  We 
don’t  respond  with  the  same  number  of  officers  per  call  as  a  fire  agency  does.  NIMS 
needs  to  figure  out  how  to  make  it  work  for  smaller  agencies.” 
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One  chief  stated  that  training  should  be  concentrated  on  local  response:  “Don’t 
stress  the  national  chain  of  command  as  much.  Local  municipalities  will  not  be  involved. 
County  and  State  Emergency  Government  will.” 

Director  Morris  of  the  Stevens  Point  Police  addressed  a  concern  with  common 
language:  “Do  we  possibly  make  it  less  acronym  driven?  I  don’t  know  but  it  does  not 
come  as  a  natural  fit  for  law  enforcement.  However,  I’m  not  sure  that  it  is  not  law 
enforcement  rather  than  NIMS  that  needs  to  change.” 

Other  comments  included  the  opinion  that  taking  tests  is  useless  and  inefficient. 
Respondent  #48  believes  that  “police  professionals  must  practice  incident  command  with 
day  to  day  operations  for  the  system  to  be  effective  when  a  large  scale  incident  occurs.” 

The  recommendations  regarding  changes  that  should  occur  within  agencies 
ranged  from  maintaining  the  status  quo  to  taking  an  honest  introspective  look  at  the 
agency  itself  Director  Morris  stated,  “Probably  the  discipline  to  utilize  the  system 
whenever  an  incident  involves  more  than  two  officers  and  to  follow  the  book  for  setting 
up  and  following  the  process,  we  need  to  conform  not  just  in  practice  but  in  fact.” 

Respondent  #12  was  straightforward  regarding  the  first  year  of  implementation: 
“This  concept  is  ludicrous  and  betrays  the  mindset  of  those  administering  NIMS.  We 
know  the  procedures.  We  know  what  to  do.  There  is  nothing  to  ‘sustain.’  This  is  not  a 
religion.” 

Respondent  #3  struggled  with  maintaining  training  under  the  system  since  “it’s 
always  an  effort  to  maintain  something  that  is  rarely  used.  We  are  currently  in  the  process 
of  requiring  our  officers  to  do  on-line  training.” 

Challenges  still  to  be  overcome  according  to  Sheriff  Nehls  include  “gaining 
employee  interest  and  identifying  the  benefits  and  never  saying  we  won’t  need  it  because 
nothing  will  happen  here.” 

Chief  Wierzba  of  the  Plover  Police  Department  identified  the  complexity  of  the 
system  as  an  issue  of  “getting  officers/personnel  trained  and  then  understanding  concepts 
beyond  the  language/definitions  of  a  large  bureaucracy.” 
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Measuring  performance  is  difficult.  Respondent  #52  stated,  “There  is  no  accurate 
way  to  measure  something  that  isn’t  done  often  enough.”  Respondent  #65  takes  a 
different  approach  and  indicated  in  his  response  that  his  agency  incorporates  the 
performance  of  NIMS  concepts  into  the  evaluation  process. 

Final  comments  about  other  NIMS-related  issues  that  should  be  explored  brought 
this  straightforward  statement  from  respondent  #12: 

NIMS  and  ICS,  both  in  practice  and  the  training,  have  been  grossly 
exaggerated.  The  training  is  bloated  and  mostly  irrelevant.  The  concepts 
could  be  taught  in  half  the  time.  The  program  has  lost  credibility  because 
the  training  is  repetitive  and  banal.  It  dwells  on  job  titles  with  seemingly 
endless  sub-divisions,  a  scenario  that’s  meaningful  for  a  fraction  of  the 
nation’s  agencies.  It’s  no  wonder  that  I  see  people  (professionals,  not 
sloths)  literally  rolling  their  eyes  when  attending  these  sessions,  while  the 
instructors  prattle  on  about  the  forms  that  need  to  be  filled  out. 


H.  SUMMARY  OF  INFORMATION 

The  answers  to  the  questions  fell  within  two  major  types.  The  first  and  most 
recurring  type  related  to  issues  internal  to  the  respondent’s  agency:  lack  of  funding,  the 
small  workforce,  lack  of  available  training  time,  and  lack  of  calls  for  service  to  reinforce 
the  practice  made  the  implementation  and  sustained  use  of  NIMS  impractical.  The  other 
theme  was  the  complexity  of  the  system,  which  scares  off  practitioners.  The  agencies  that 
appear  to  be  proficient  have  a  significant  number  of  supervisors  struggling  with  ICS 
concepts  within  an  expanding  incident.  Agencies  have  made  strides  with  preplanning 
events  and  interaction  with  other  agencies  within  the  locality,  but  three  years  or  less  is  not 
enough  time  for  employees  to  become  comfortable  with  NIMS. 
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III.  QUALITATIVE  ANALYSIS 


A,  OVERVIEW 

Every  NIMS-compliant  organization  has  experienced  some  level  of  difficulty  in 
initial  implementation,  or  in  efficiently  sustaining  the  principles,  or  has  reported  less- 
than-satisfactory  results  during  an  application  of  the  incident  command  component.  Even 
though  no  two  incidents  are  exactly  the  same,  there  are  lessons  to  be  learned  and 
incorporated  into  practice  to  continually  improve  operations.  Mastery  of  the  system  is 
fleeting  and  performance  or  proficiency  will  at  times  ebb  and  flow,  stealing  the 
confidence  of  the  practitioner.  At  other  times,  practice  will  reward  that  same  practitioner 
for  his  persistence  and  diligence.  Most  law  enforcement  officials  that  use  or  might  utilize 
NIMS  will  never  be  experts  in  this  field.  The  assertion  is  that  NIMS  is  not  getting 
thoroughly  incorporated  into  the  culture  of  law  enforcement  organizations,  booking  at  the 
data  collected  here  from  the  perspective  of  line-level  supervisors  and  administrators  with 
limited  budgets  and  staffing  will  provide  the  most  useful  interpretation. 

The  research  questions  to  be  addressed  are;  What  barriers  are  there  for  Wisconsin 
law  enforcement  in  adopting  and  routinely  using  NIMS,  and  how  can  those  barriers  be 
reduced? 

Any  discussion  involving  NIMS  can  be  difficult  because  many  practitioners,  even 
subject  matter  experts,  routinely  interchange  the  terms  “NIMS”  and  the  “incident 
command  component”  within  the  same  sentence.  Common  misunderstanding  of  these 
terms  is  itself  one  of  the  barriers  to  NIMS  adoption  and  use.  The  preface  and  another  two 
pages  in  the  National  Incident  Management  System  document  are  required  in  an  attempt 
to  fully  explain  the  concept  of  NIMS. 

A.  National  Incident  Management  System — The  National  Incident 
Management  System  (NIMS)  provides  a  systematic,  proactive  approach  to 
guide  departments  and  agencies  at  all  levels  of  government, 
nongovernmental  organizations,  and  the  private  sector  to  work  seamlessly 
to  prevent,  protect  against,  respond  to,  recover  from,  and  mitigate  the 
effects  of  incidents,  regardless  of  cause,  size,  location,  or  complexity,  in 
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order  to  reduce  the  loss  of  life  and  property  and  harm  to  the  environment. 
NIMS  works  hand  in  hand  with  the  National  Response  Framework  (NRF) 
NIMS  provides  the  template  for  the  management  of  incidents,  while  the 
NRF  provides  the  structure  and  mechanisms  for  national-level  policy  for 
incident  management  (U.S.  Department  of  Homeland  Security,  National 
Incident  Management  System  2008,  Preface). 

The  definition  of  incident  command  is  found  in  the  glossary  of  terms. 


B.  Incident  Command  System  (ICS):  A  standardized  on-scene 
emergency  management  construct  specifically  designed  to  provide  an 
integrated  organizational  structure  that  reflects  the  complexity  and 
demands  of  single  or  multiple  incidents,  without  being  hindered  by 
jurisdictional  boundaries.  ICS  is  the  combination  of  facilities,  equipment, 
personnel,  procedures,  and  communications  operating  within  a  common 
organizational  structure  designed  to  aid  in  the  management  of  resources 
during  incidents.  It  is  used  for  all  kinds  of  emergencies  and  is  applicable  to 
small  as  well  as  large  and  complex  incidents.  ICS  is  used  by  various 
jurisdictions  and  functional  agencies,  both  public  and  private,  to  organize 
field-level  incident  management  operations  (NIMS,  p.  140). 

The  terms  NIMS  and  incident  command  are  frequently  used  interchangeably,  but 
the  implications  for  institutionalization  and  sustainment  of  each  are  not  the  same. 

A.  Institutionalization  of  NIMS — The  initial  successful  effort  by  a 
jurisdiction  to  incorporate  all  of  the  components  of  NIMS  from  planning 
to  recovery  and  mitigation  into  the  culture  of  all  the  departments  or  units 
within  that  jurisdiction. 

B.  Institutionalization  of  ICS  (Incident  Command  System) — A  law 
enforcement  agency’s  efforts  to  apply  the  classroom  instruction  from  the 
ICS  classes  100  through  800  into  their  organization’s  daily  operational 
responses.  This  effort  is  demonstrated  by  a  concerted  effort  to  develop  and 
improve  its  competency  in  the  use  of  the  ICS  techniques,  tools,  practices 
and  vocabulary  of  ICS.  The  agency  has  developed  policies  concerning 
training,  implementation  and  evaluation  of  ICS.  The  agency  has  devoted 
staff  time  to  training  and  the  equipment  necessary  for  on-scene  critical 
incident  management. 

C.  Sustainment  of  NIMS — While  NIMS  may  have  been  initially  instituted 
within  an  organization,  this  term  is  specific  to  the  effort  to  maintain  NIMS 
within  the  culture  of  the  organization  since  its  original  implementation. 
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The  definition  of  NIMS  is  long  and,  for  a  signifieant  segment  of  law  enforeement, 
vague.  The  NIMS  eoncept  ean  be  so  overwhelming  that  many  just  opt  out,  hoping  that 
the  big  one  won’t  oecur  to  their  organization — at  least  not  during  their  eareer.  Evan 
Thomas  deseribes  slow  organizational  response,  perhaps  accurately,  as  “bureaucratic 
timidity”  (Thomas,  2005). 

Recognizing  timidity  and  accepting  it  are  two  different  things.  A  law  enforcement 
leader  may  be  haunted  in  their  next  position  or  upon  retirement  if  their  present 
organization  fails  to  perform  adequately  during  a  future  critical  incident.  In  essence,  the 
leader  has  escaped  after  her  watch  but  failed  in  the  duty  and  responsibility  to  prepare 
others  to  respond.  There  is  not  a  retirement  community  shielded  enough  to  rest  at  if  one 
of  their  past  employees  should  be  impacted  by  inadequately  prepared  supervisors  or 
insufficient  training.  Those  agencies  where  thorough  analysis  has  clearly  identified  the 
risks  have  an  even  greater  responsibility  for  addressing  preparation  and  response. 

Because  NIMS  and  the  incident  command  system  component  can  at  times  be 
confusing,  and  because  the  two  can  unconsciously  be  interchanged  with  each  other,  the 
following  discussion  will  attempt  to  clearly  differentiate  whether  the  subject  of  analysis  is 
the  entire  NIMS  or  the  ICS  component. 

The  majority  of  Wisconsin  law  enforcement  personnel  will  be  able  to  recognize  at 
least  one  if  not  several  of  the  barriers  identified  below  as  issues  that  pertain  to  their 
agency.  Many  will  also  recognize  barriers  that  confront  the  overall  state  of  their  local 
emergency  operations. 

B.  BARRIERS  TO  BE  STUDIED 

Sufficient  data  has  been  developed  through  the  survey  and  through  the  literature 
review  to  clearly  identify  barriers  that  have  been  known  for  some  time  and  informally 
discussed  as  well  as  some  that  are  newly  identified.  Lack  of  an  organizational 
commitment  to  adopt  NIMS  constitutes  one  of  the  principal  categories  of  barriers.  The 
arguments  that  one  size  does  not  fit  all  and  that  proficiency  measures  are  lacking  are 
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other  significant  claims.  The  difficulty  in  studying  these  barriers  is  that  they  may  not  be 
impediments  at  all  but  actually  could  be  easily  overcome,  depending  upon  the  resources 
within  that  community. 

1.  Organizational  Commitment 

Varying  levels  of  organizational  commitment  can  severely  impact  full  or  partial 
success  in  the  implementation  and  sustainment  of  NIMS.  This  category  evoked  many 
responses  explaining  why  some  agencies  have  opted  out  or  are  not  proficient  in  NIMS. 

a.  Complexity  of  the  Incident  Command  System 

Some  respondents  stated  that  the  complexity  of  the  ICS  is  evident  early 
and  often  within  the  initial  training.  The  concepts  and  organization  of  this  expandable 
system  can  be  overwhelming  and  can  scare  off  some.  A  feeling  of  helplessness  can 
emerge  when  those  responsible  for  implementation  think  about  not  only  handling  an 
incident  of  large  scale  but  simultaneously  trying  to  manage  the  command  and  control  and 
incoming  resources  that  can  come  with  NIMS.  State  emergency  managers  raised  the 
subject  of  complexity  as  a  concern  when  asked  by  FEMA  to  identify  barriers  to  NIMS 
compliance.  NEMA  respondents  report  that  “even  after  training,  there  is  still  confusion 
over  one’s  role  in  an  event”  (National  Emergency  Management  Association,  2008,  p.  1). 
Donahue  and  Tuohy  interviewed  first  response  practitioners  and  learned  that:  “ICS  is  in 
common  use,  but  it  is  not  understood  and  implemented  in  a  consistent  manner.  Often, 
training  is  too  simplistic  to  delve  into  the  subtle  skills  of  disciplined  team-based  decision 
making”  (Donahue  &  Tuohy,  2006,  p.  7). 

Those  agencies  that  have  successfully  implemented  and  sustained  NIMS 
report  that  the  system  is  very  difficult,  but  like  anything  worthwhile,  it  is  worth  the  effort 
once  a  certain  level  of  organizational  expertise  has  been  reached.  The  increased 
camaraderie  that  comes  with  a  positive  critical  incident  outcome  and  after-action  report 
can  support  an  organization  for  months. 


24 


b.  Inability  to  Adequately  Institute  Lessons  Learned 


Law  enforcement,  like  most  other  organizations  involved  with  emergency 
management,  has  trouble  committing  to  complicated  or  significant  change  even  if  that 
change  has  been  shown  to  improve  operations.  Substantial  data  demonstrate  that  lessons 
learned  are  difficult  to  incorporate.  “Reports  and  lessons  are  often  ignored,  and  even 
when  they  are  not,  lessons  are  too  often  isolated  and  perishable,  rather  than  generalized 
and  institutionalized”  (Donahue  &  Tuohy,  2006,  p.  10).  Donahue  and  Tuohy  concluded 
their  report  with  recommendations  for  improving  methods  of  training  and  exercise; 
establishing  a  comprehensive  site  to  develop  and  debate  ideas;  and  introducing  incentives 
to  institutionalize  the  lessons-learning  process.  Their  findings  indicate  that  there  must  be 
motivation  and  a  rigorous  formal  change  process  instituted  within  the  organization. 

There  is  little  doubt  that  fairly  easy-to -handle  learned  lessons  that  involve 
a  simple  procedure  or  an  equipment  change  are  made  in  organizations  almost  on  a  daily 
basis.  Complicated  issues  are  another  matter.  Perhaps  such  problems  cannot  be  totally 
solved  by  new  systems  or  strategies,  but  continuing  attempts  must  be  made  by  subject 
matter  experts  at  least  to  partially  address  them. 

c.  Incident  Command  is  Built  for  the  Fire  Service 

Some  survey  respondents  felt  that  ICS  was  designed  for  fire  departments 
and  that  law  enforcement  needs  were  not  taken  into  account.  It  is  a  fact  that  originally 
ICS  was  developed  for  wildfire  incidents.  The  National  Emergency  Management 
Association’s  survey  of  its  state  emergency-management  coordinators  also  reports,  “Not 
all  entities  believe  it  is  the  best-designed  system”  (National  Emergency  Management 
Association,  2008,  p.  1).  Baltic  reports  that  “among  practitioners,  it  is  recognized  that 
ICS  has  been  most  successful  among  firefighting  organizations  and  less  successful  with 
law  enforcement,  public  health,  and  public  work  organizations”  (Buck,  Trainor,  & 
Aguirre,  2006,  p.  4). 

Howitt  and  Eeonard  point  out  that  ICS  does  a  lot  for  the  fire  service 
(Buck,  Trainor,  &  Aguirre,  2006,  p.  41).  It  clarifies  command,  assigns  responsibility. 
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provides  for  collaboration  among  responders,  and  is  scalable,  ICS  can  accomplish  these 
tasks  because  of  the  presence  of  roughly  comparable  or  standardized  components  of  hre 
departments  and  the  comparably  more  stable  and  scientifically  understood  nature  of  fire 
as  a  hazard.  They  point  out,  however,  that  these  dimensions  are  not  as  pronounced  in  law 
enforcement  response.  When  the  time  comes  to  participate  in  a  complex  disaster 
involving  multiple  agencies  where  ICS  could  be  helpful,  law  enforcement  personnel  are 
not  familiar  enough  with  it  to  implement  it  successfully. 

While  it  is  true  that  ICS  may  have  originally  been  developed  for  the  fire 
service,  the  United  States  Coast  Guard  also  utilizes  the  Incident  Command  System. 
Actually,  incident  command  and  NIMS  are  at  least  as  fitting  for  law  enforcement  as  they 
are  for  fire.  “NIMS  extends  to  civilian  life  the  logic  of  military  organizations”  (Buck, 
Trainor,  &  Aguirre,  2006,  p.  16).  Thus,  in  one  regard  it  is  an  excellent  tool  for  law 
enforcement.  Incident  command  might  be  slanted  towards  the  fire  service,  but  it  certainly 
can  be  made  to  work  for  law  enforcement.  Many  law  enforcement  organizations 
successful  in  NIMS  have  worked  with  the  challenges  of  ICS  with  their  fire  service 
counterparts  to  reach  a  mutual  understanding  of  each  other’s  role  in  critical-incident 
response,  and  they  have  found  that  the  incident  command  system,  while  not  perfect,  is 
adaptable  enough  and  forms  a  common  structure  from  within  so  that  both  can  attain  their 
operational  goals. 

d.  Incident  Command  is  a  Perishable  Skill 

Some  respondents  suggested  that  agencies  just  have  to  take  the  leap — 
adopt  NIMS  and  be  committed  to  it.  Because  of  the  complexity  of  the  ICS  concepts, 
however,  that  program  must  be  practiced  on  a  regular  basis.  If  at  ah  possible,  ICS  should 
be  incorporated  within  daily  operations.  Practice  will  lead  to  more  confidence  and 
familiarity  with  the  terms  and  protocols. 

Some  agencies  require  the  use  of  ICS  terms  with  every  call  for  service 
where  three  or  more  officers  have  been  dispatched.  Chief  Susan  Riseling  of  the 
University  of  Wisconsin-Madison  Police  Department  reports  that  in  her  agency  an 
incident  commander  is  announced,  and  priorities  are  established  and  carried  out  by  that 
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commander  (Riseling,  personal  communieation,  August  8,  2008).  There  is  an  expectation 
that  the  assoeiated  ineident  reports  from  a  UW-Madison  response  will  artieulate  the 
ineident  priorities  and  provide  documentation  that  they  have,  in  fact,  been  carried  out. 

Smaller  law  enforcement  agencies  of  25  employees  or  fewer  stressed  in 
their  survey  responses  that  there  are  not  enough  actual  incidents  to  institute  the  routine 
use  of  the  IC  system.  They  point  out  that  use  brings  the  best  reinforcement  of  lessons,  and 
without  the  actual  incidents,  skills  eannot  realistieally  be  kept  sharp.  These  agencies  are 
realistie  enough  to  recognize  that  even  with  a  program  of  practice,  little  can  be  done  to 
ensure  well-run  command  and  control  without  at  least  some  prior  actual  experience  in  the 
field. 


e.  Lack  of  Buy-In  by  Employees 

It  was  eommented  in  the  survey  responses  that  it  is  difficult  to  obtain  buy- 
in  from  employees.  Buy-in  is  a  coneern  for  managers  with  any  significant  organizational 
change.  If  management  shows  a  lack  of  commitment,  the  rank  and  file  will  sense  that 
timidity,  and  implementation  will  be  that  mueh  more  diffieult.  Management,  through 
goals  and  objectives,  can  assist  in  establishing  clear  guidance  regarding  its  expectations 
for  the  individuals  and  groups  within  the  organization.  The  New  Jersey  State  Police  has 
initiated  such  a  system,  whieh  has  a  component  for  ensuring  buy-in  with  their  employees. 
A  eonsiderable  philosophical  change  was  recently  made  in  their  overall  approach  to 
policing  with  the  adoption  of  Intelligence  Led  Polieing.  The  agency  went  about  the 
ehange  in  its  organization  with  rigor.  NJSP  began  by  “aggressively  changing  its 
operational  proeesses  to  bring  improved  strueture  to  its  near,  mid,  and  long-term 
planning”  (Puentes,  2006,  p.  5).  New  Jersey  also  has  adopted  the  concept  of  an 
intelligenee  eycle  whieh  promotes  the  continual  reevaluation  of  its  goals  and  objeetives. 
Developing  differing  levels  of  goals  and  objectives  specific  to  the  group  from  eommand 
through  bureaus,  units  and  groups  ensure  accountability  and  associated  buy-in.  Goals  ean 
then  easily  be  developed  to  implement  NIMS  and  ICS.  Regular  review  of  those  goals  ean 
identify  a  lack  of  buy-in,  and  strategies  can  be  developed  to  address  timidity  by 
supervisors  or  employees. 
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Paul  France,  the  southeast  regional  director  for  Emergency  Management 
in  Wisconsin,  states  that  chief  offieers  need  to  walk  the  walk.  They  need  to  work  hard 
and  develop  their  own  ICS  eompetence.  Franee  points  out  that  one  will  not  be  able  to 
motivate  the  line  staff  to  utilize  good  ICS  at  street  level  if  the  command  officers  are  not 
observed  to  be  ICS  competent. 

However,  laek  of  buy-in  may  not  oecur  simply  because  of  laek  of 
eommitment  or  interest  by  the  employees.  One  respondent  in  the  survey  eommented  that 
it  is  ineumbent  on  management  to  reinforee  the  positive  benefits  of  NIMS  to  the 
employees  and  to  point  out  that  the  system  eould  enhance  their  safety  and  professional 
response,  both  as  an  organization  and  individually. 

f.  Lack  of  Agency  Prioritization 

A  few  survey  respondents  stated  that  incident  eommand  was  not  be  used 
on  a  daily  basis  but  only  for  large-seale  ineidents.  This  logie  is  explained  as  follows: 
“Developing  a  sustainable  sense  of  eommitment  to  a  new  proeess  requires  a  persistent 
sense  of  urgeney  about  ehange  and  improvement.  In  effeet,  organizations  will  stiek  with 
their  aceepted  routines,  absent  persistent  ehallenges  to  their  assumptions”  (Donahue  & 
Tuohy,  2006,  p.  27).  Gaining  departments’  long-term  commitment  to  NIMS  will  be 
diffieult  if  those  departments  feel  that  their  present  system  is  adequate. 

There  are  many  veteran  and  respeeted  law  enforeement  leaders  who  say 
the  same  thing  regarding  NIMS  that  respeeted  aeademies  within  the  Center  of  Homeland 
Defense  and  Seeurity  program  repeat  time  and  again:  Why  should  I  believe  you?  This  is  a 
legitimate  ehallenge  to  those  who  suggest  that  eomplianee  with  NIMS  is  essential.  Many 
law  enforeement  leaders  report  that  they  have  suffered  no  eatastrophe,  or  that  they  have 
been  involved  in  significant  critical  incidents  that  were  not  mishandled;  to  spend  the  time 
and  effort  to  train  up  to  NIMS  compliance  is  a  fool’s  approaeh  in  their  view.  To  dedieate 
the  neeessary  time  and  effort  for  real  proficieney  in  NIMS — that  would  be  the  real 
mismanagement  of  preeious  resourees,  they  feel. 

The  nationally  known  and  respected  law  enforeement  eonsultant  Gordon 

Graham  preaches  about  the  importance  of  redueing  eivil  liability  through  inereased 
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training.  He  states  that  it  is  mueh  more  important  to  train  for  the  high-risk,  low-frequeney 
events  than  for  the  everyday  oeeurrenees  (Graham  Researeh  Consultants).  Logieally,  law 
enforeement  is,  through  our  eontinual  response  to  those  everyday  ineidents,  well  trained 
and  praetieed  to  handle  those  events.  It  is  the  low-frequency  events  that  have  the  potential 
for  the  highest  personal  and  professional  cost  to  both  the  administrator  and  the  officer 
directly  involved. 

An  example  of  such  a  high-risk,  low-frequency  incident  occurred  on  July 
31,  2008.  A  gunman  killed  three,  and  two  were  wounded  in  Marinette  County  in  upper 
Wisconsin.  The  ensuing  manhunt  involved  over  100  officers  and  the  event  eventually 
came  to  a  safe  conclusion,  with  the  gunman  turning  himself  in  18  hours  later.  The  after¬ 
action  report  indicated  that  there  were  concerns  with  the  way  incident  command  had  been 
conducted,  and  the  following  are  some  of  the  significant  corrective  actions  that  were 
identified:  “(Training,  policy/procedure)  in  Incident  Management/Unified  Command 
Training  for  all  department  supervisors  and  managers.  Get  comfortable  using  the  ICS 
functions  and  create  an  incident  action  plan  for  events.  The  incident  command  posts  need 
to  be  located  outside  the  hot-zone”  (Marinette  County  Emergency  Management,  2008,  p. 
5). 

Unfortunately,  this  incident  was  at  least  the  third  recent  incident  involving 
a  homicidal  gunman  at  large  who  was  inflicting  multiple  killings  in  the  communities  of 
northern  Wisconsin.  These  were  dangerously  fluid  and  unstable  incidents  that  involved 
either  military  or  law  enforcement  trained  offenders.  Incidents  of  this  type  require  well- 
coordinated  incident  command  structure,  with  the  establishment  of  safety  officers  and 
safety  plans.  The  potential  for  additional  homicides  involving  innocent  citizens  or  law 
enforcement  personnel  is  very  possible.  The  trend  for  more  high-risk,  low-frequency 
events  seems  to  have  increased  with  no  signs  of  slowing. 

Random  shooters  have  little  consideration  for  committing  their  act  in 
locations  where  the  police  have  enough  personnel  to  adequately  respond.  They  are 
random,  and  many  times  the  sleepy  little  town  is  selected  just  because  there  is  less 
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possibility  of  an  adequately  staffed  and  rapid  law  enforeement  response.  Unfortunately 
the  formerly  high-risk,  low-frequeney  aetive  shooter  is  oeeurring  at  a  mueh  more 
frequent  rate. 


g.  Competing  Local  Priorities 

These  are  diffieult  times  in  Wiseonsin  history  with  budgetary  issues  on 
state,  eounty,  and  loeal  levels.  More  so  now  than  before,  managers  are  faeing  reduetions 
in  budgets  and  staffing.  Fat  from  programs  within  law  enforeement  has  been  the  foeus  for 
some  years  already,  and  there  is  little,  if  any,  left.  Now,  mueh  like  the  private  seetor,  even 
well-run  essential  programs  and  assoeiated  staffing  are  on  the  bloek.  Chiefs  among  the 
survey  respondents  mentioned  the  diffieulty  just  to  maintain  present  levels  of  serviee, 
mueh  less  to  address  the  growth  in  preparation,  prevention,  response,  and  reeovery  that  is 
the  heart  of  NIMS.  Further  development  within  the  profession  is  not  the  main  priority  for 
many;  rather  it  is  survival  of  their  organization.  Donahue  and  Tuohy  used  a  methodology 
of  interviews,  a  review  of  doeuments,  and  a  foeus  group  retreat  to  probe  diffieulties  in 
learning.  Their  researeh  also  touehed  on  eompeting  priorities  and  how  those  priorities 
influenee  learning: 

Institutionalizing  a  new  proeess  requires  long-term  eommitment.  What 
makes  learning  proeesses  espeeially  vulnerable  are  that  there  are  too  many 
short-term  distraeters.  Other  politieal  priorities,  sensational  eoneems  like 
terrorism,  workforee  turnover,  other  eoneurrent  organizational  ehange 
efforts,  and  daily  missions  all  eonspire  to  derail  organizational  transition. 

As  a  praetieal  matter,  then  the  main  problem  with  lesson  learning  ean  be 
seen  as  a  laek  of  will  and  eommitment  rather  than  a  laek  of  ability. 

(Donahue  &  Tuohy,  2006,  p.  21) 

Donahue  and  Touhy  also  point  out  that  “politieians  tend  to  respond  to 
more  immediately  pressing  demands,  deferring  investments  in  emergeney  preparedness 
until  a  major  event  re-awakens  publie  eoneem”  (p.  10).  Even  if  ehiefs  understand  the 
importanee  of  eommitment  to  NIMS,  it  is  often  diffieult  to  eompete  with  more  pressing 
loeal  budget  needs  as  seen  by  their  bosses. 
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The  Wisconsin  Legislative  Audit  Bureau  survey  of  emergency  managers 
is  a  revealing  study  regarding  competing  priorities.  That  survey  found  that  “21  of  36 
respondents  indicated  that  their  largest  unmet  financial  need  was  for  more  personnel” 
(Wisconsin  Legislative  Audit  Bureau,  2006,  p.  3).  The  central  department  within  county 
government  most  able  to  provide  the  support  that  smaller  agencies  need  for  training  and 
emergency  management  expertise  are  themselves  understaffed.  That  same  2006  survey 
revealed  that  only  27  of  the  40  emergency  management  directors  spend  one  hundred 
percent  of  their  time  on  emergency  management  duties.  In  most  cases  there  is  no  cavalry 
coming  to  assist  the  outnumbered  law  enforcement  administrators. 

There  are  also  competing  priorities  at  the  county  and  state  level.  Jerry 
Haberl  of  Wisconsin  Emergency  Management  reports  that  out  of  72  counties  and  10 
tribes,  63  have  one  principal  emergency  management  employee.  Only  1 1  programs  have 
more  than  one  person  assigned.  Many  of  the  63  full-time  directors  also  have  other  duties 
and  responsibilities,  such  as  91 1  communications,  assigned  to  them.  In  many  counties 
less  than  40  hours  a  week  is  available  to  be  dedicated  to  NIMS  (personal  communication, 
August  5,  2008).  The  state  has  the  same  dilemma  as  a  statewide  NIMS  coordinator,  and 
support  staff  requests  have  been  in  place  and  unfulfilled  for  the  last  few  years. 

h.  Reliance  on  State  or  Federal  Response 

There  is  an  element  of  law  enforcement  that  is  relying  on  the  county  or 
state  to  respond  to  a  critical  incident  beyond  their  capabilities.  There  are  supporting 
response  plans  in  place  to  assist  overwhelmed  local  officials,  but  much  as  Louisiana 
officials  learned  from  the  Katrina  response,  reaction  and  actual  response  time  can  be  a 
long  time  in  coming.  County  and  state  officials  can  be  overwhelmed  by  requests  as  well, 
and  locals  need  to  preplan  a  response  with  the  anticipation  that  it  could  be  several  hours 
before  assistance  can  arrive.  A  perfect  example  is  the  2008  floods  that  impacted  36 
counties  in  Wisconsin.  In  Milwaukee  County  every  municipality,  including  the  city  of 
Milwaukee,  was  severely  impacted  during  the  first  24  hours  of  rainstorms.  There  was  no 
assistance  available  through  Milwaukee  County  Emergency  Management  or  the  sheriffs 
office.  It  took  the  small  EM  staff  24  hours  just  to  overcome  the  influx  of  phone  calls  and 
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to  set  up  a  functional  emergency  operation  center.  In  that  first  24  hours  gaining 
situational  awareness  was  all  that  could  be  effectively  accomplished. 

An  associated  concern  is  that  some  believe,  based  on  their  successful 
previous  law  enforcement  experiences,  that  they  will  be  able  to  step  up  and  improvise  as 
fluid  situations  present  themselves.  This  confidence  and  prior  training  has  served  them 
well,  but  unfortunately  there  are  just  as  many  horror  stories  reflected  in  after-action 
reports  and  lessons  to  be  learned  from  this  belief. 

The  recent  effort  to  develop  incident  management  teams  within  the  state 
of  Wisconsin  partially  addresses  this  barrier.  If  and  when  these  teams  become 
operational,  there  will  be  a  coordinated  effort  to  bring  subject-matter  experts  and  trained 
incident-management  section  chiefs  in  to  assist  local  authorities.  There  is  still  an 
expectation  that  the  local  response  will  be  consistent  with  NIMS  principles,  that  the 
incoming  IMTs  will  be  able  to  communicate  effectively  with  the  local  responders,  and 
that  the  local  first  responders  will  understand  the  terms  and  the  philosophy  of  NIMS. 

L  Analytical  Thinking  Needed  by  Administrators 

It  is  difficult  for  law  enforcement  administrators  to  step  away  from 
approaching  situations  outside  their  normal  operational  level  and  to  look  from  the  forty- 
thousand-foot  view.  Looking  operationally  has  served  them  well  in  most  critical-incident 
management  situations.  An  incident  commander  cannot  help  but  become  subject  to  tunnel 
vision  while  involved  in  managing  a  stressful  complicated  scene.  By  requiring  the 
commander  to  focus  on  following  a  preplan,  NIMS  concentrates  on  the  tendency  toward 
tunnel  vision.  An  administrator  is  greatly  helping  his  operations  by  gathering  together  all 
potential  stakeholders  in  order  to  develop  a  response  to  a  few  of  those  incidents  that  are 
most  apt  to  occur  within  that  communityjurisdiction.  It  is  easier  to  think  from  the  forty- 
thousand-foot  view  at  a  tabletop  than  from  a  command  post. 

The  National  Strategy  for  Homeland  Security  (2007,  p.  34)  points  out  that 
“an  effective,  coordinated  response  begins  with  sound  planning  well  before  an  incident 
occurs.  The  planning  process  will  translate  policy,  strategy,  doctrine,  and  capabilities  into 

specific  task  and  course  of  action  to  be  undertaken  during  a  response.” 
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While  it  has  been  reeognized  that  eompeting  priorities  and  inadequate 
staffing  ean  steal  an  administrator’s  planning  time,  it  is  essential  that  administrators  do 
not  totally  abandon  their  requirement  to  plan. 

2.  Home  Rule 

It  has  been  mentioned  to  the  Wiseonsin  NIMS  Advisory  Committee  that  one  of 
the  potential  hindranees  to  the  uniform  adoption  of  NIMS  is  the  freedom  to  govern  as  a 
loeal  entity  sees  fit  as  guaranteed  in  the  home  rule  doetrine.  This  doetrine  has  also  been 
eited  just  as  vigorously  as  an  important  proteetion  from  federal  or  state  imposition  of 
unwarranted  mandates.  The  home  rule  doetrine  has  been  enaeted  in  Wiseonsin  and  at 
least  38  other  states.  In  1924  the  Wisconsin  Constitution  was  amended  to  add  wording 
granting  authority  to  cities  regarding  their  governance:  “Cities  and  Villages  organized 
pursuant  to  state  law  may  determine  their  local  affairs  and  government,  subject  only  to 
this  constitution  and  to  such  enactments  for  the  legislature  of  statewide  concern  as  with 
the  uniformity  shall  affect  every  city  or  every  village”  (Milsap,  2008,  p.  4).  This 
amendment  limits  state  authority  in  local  affairs  unless  the  state  enacts  legislation  that 
uniformly  applies  to  every  city  and  village.  Adopting  additional  statewide  language  is 
something  that  has  been  strenuously  avoided  in  the  past. 

The  county  too  has  little  power  over  local  authority.  A  county  sheriff  provides  law 
enforcement  services  to  unincorporated  areas  or  to  a  particular  municipality  where  a  joint 
agreement  has  been  struck.  The  chief  elected  official  of  a  particular  municipality, 
however,  has  the  final  authority;  the  state  functions  in  a  supporting  role.  Wisconsin 
Statute  166.03(5)(a)  “provides  the  role  of  any  state  agency  is  to  assist  local  units  of 
government  and  law  enforcement  agencies  in  responding  to  an  emergency.”  Authority 
has  not  legally  been  established  for  primary  rule  by  the  state  or  by  the  county. 

Governance  is  granted  by  law  at  the  municipal  level  or,  as  the  saying  goes  in  Wisconsin, 
government  is  controlled  at  the  grassroots  level. 

Wisconsin  and  its  police  chiefs  cherish  the  long-standing  tradition  of  home  rule 
and  the  flexibility  that  this  independence  provides  in  both  governance  and  management. 
This  autonomy  cannot  and  will  not  be  overcome.  Home  rule  protects  local  government 
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from  many  state  requests  that  otherwise  would  mandate  reporting.  Any  eoneept  that  ealls 
for  loeals  to  self-report  their  performanee  will  have  to  ineorporate  the  understanding  that 
reporting  will  be  aeeomplished  by  voluntary  eomplianee.  Chiefs  will  have  to  be 
persuaded  that  self-reporting  is  for  the  general  good  of  the  overall  Wiseonsin  law 
enforeement  response  and  its  standards,  their  individual  ageney,  and  the  safety  of  their 
eitizens  and  employees. 

3.  Inter  jurisdictional  Collaboration 

In  the  state  of  Wiseonsin  there  is  no  data  on  the  effeetive  working  relationship  or 
level  of  eooperation  between  loeal  poliee  ageneies  and  their  direet  eounterparts,  the 
eounty  sheriffs.  It  is  no  seeret,  though,  that  some  relationships  are  strongly 
interdependent,  and  others  funetion  only  when  there  is  an  absolute  requirement.  Randi 
Milsap,  General  Counsel  and  Chief  Advisor  to  Emergeney  Management  of  the  Wiseonsin 
Department  of  Military  Affairs  is  one  observer  who  has  witnessed  this  sometimes  self- 
imposed  barrier.  Some  of  her  primary  assignments  inelude  working  with  legislators  on  a 
joint  eommittee  to  update  Chapter  166  of  the  Wiseonsin  statutes  related  to  emergeney 
management.  She  reports  that  there  is  often  uneasiness  in  the  law  enforeement 
relationship,  and  poliee  and  sheriffs  offieials  frequently  do  not  align  themselves  on 
important  issues  (Milsap,  2008).  Ms.  Milsap  has  advised  that  until  we  ean  sit  down  and 
establish  a  meaningful  dialogue  with  eaeh  other  and  nurture  working  relationships, 
signifieant  ehange  will  eontinue  to  be  slow  and  diffieult. 

There  are  speeific  and  high-profile  examples  of  missed  opportunities  in 
eollaboration.  From  February  5-7,  2008,  major  blizzard  eonditions  ereated  a  situation  on 
1-90  in  Dane  County  requiring  signifieant  emergeney  assistanee.  Beeause  the  need  for 
eoordinated  eommand  and  eontrol  eame  too  slowly,  hundreds  of  persons  were  left 
stranded  for  hours,  some  overnight,  in  an  impassible  streteh  of  the  highway.  As  an 
organization,  there  is  perhaps  no  better  ICS  proponent  than  the  Wiseonsin  State  Patrol, 
but  in  its  review  of  this  ineident,  substantial  issues  were  identified  with  the  use  of  ICS. 

Collaboration  between  first  responders  was  also  a  eoneern.  This  event  gained 
Governor  Doyle’s  attention  and  that  of  the  national  media  shortly  thereafter.  The 
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governor  called  for  “1)  a  review  of  the  emergency  response,  coordination  and 
communication  among  multiple  agencies  and  jurisdictions  in  responding  to  the  situation; 
2)  accurate  and  timely  assessment  of  the  severity  of  the  situation;  and  3)  effective  and 
timely  communication  to  the  public”  (Wisconsin  Department  of  Military  Affairs,  2008, 
p.  5).  The  subsequent  investigation  was  led  by  the  Adjutant  General  who  found  that, 
“Although  the  State  Patrol  was  the  lead  agency  for  response,  several  other  state  agencies 
were  in  a  position  to  have  helped  the  Patrol  when  it  became  clear  that  incident  command 
leadership  was  lacking”  (p.  6). 

This  is  a  situation  where  closing  a  highway  or  other  forms  of  prevention  could 
have  saved  hundreds  from  being  stranded  in  icy,  snowy  road  conditions  for  a  12-hour 
period.  The  Adjutant  General  learned  during  his  investigation  that  there  is  an  assumption 
on  the  part  of  law  enforcement  that  “Wisconsin  does  not  close  highways.  Proper  planning 
would  have  perhaps  allowed  an  incident  action  plan  that  did  allow  for  this  contingency” 
(p.  5). 

Relationships  between  law  enforcement  and  those  in  other  departments  within 
local  government  and  the  private  sector  are  also  underdeveloped.  Anyone  who  might 
potentially  be  a  stakeholder  at  an  incident  needs  to  be  part  of  the  essential  process  of 
preparedness.  Captain  Bonnie  Regan  of  the  Arlington  County  Virginia  Police,  assigned 
as  the  deputy  director  of  emergency  management  and  a  responder  to  the  Pentagon  attack, 
has  remarked  that  “you  don’t  want  to  be  exchanging  business  cards  on  the  day  of  the 
incident”  (personal  communication  with  author,  2009).  Excellent  examples  of  strong 
working  relationships  exist,  but  the  literature  shows  that  successes  have  come  because  of 
the  effort  put  in  on  the  front  side  before  collaboration  is  needed  at  an  event.  Buck, 
Trainor,  and  Aguirre  point  out  several  incidents — the  Northridge  earthquake,  the 
Oklahoma  City  bombing,  the  Pentagon  incident — that  are  all  examples  where  previous 
interaction  and  preplanning  assisted  in  the  successful  implementation  of  the  ICS  (2006, 
p.  7).  In  the  case  of  Northridge,  the  IC  knew  and  respected  the  leadership  of  the  taskforce 
and  their  capabilities.  The  Pentagon  incident  occurred  in  a  region  that  had  experienced  an 
important  transformation  in  its  readiness  posture  in  the  aftermath  of  the  Air  Florida  crash 
of  1982. 
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Lack  of  collaboration  in  incident  management  is  not  the  only  barrier  to  effeetive 
emergeney  management.  The  need  for  eollaborative  efforts  in  the  preparedness 
eomponent  of  NIMS  is  just  as  important.  Waukesha  County  took  a  proaetive  approaeh  to 
NIMS  eomplianee.  There,  in  2005,  they  developed  the  Waukesha  County  NIMS  Working 
Group.  Captain  Mark  Stigler  of  the  Waukesha  Poliee  Department  reports  that  tasks  were 
divided  among  58  ageney  leaders  in  the  eounty.  Goals  and  objeetives  were  developed, 
and  subeommittees  established  in  1)  interoperable  eommunieations;  2)  homeland  seeurity 
exereise  and  evaluation  program;  3)  ineident  aetion  planning;  4)  resouree  typing;  and  5) 
eommand  and  eontrol  aeross  the  eounty.  The  tasks  of  NIMS  eomplianee  are  not  as 
daunting  when  the  issues  are  distributed  among  groups. 

4,  One  Size  does  Not  Fit  All 

Wiseonsin  Emergeney  Management  and  the  NIMS  Advisory  Group  submitted  a 
joint  response  to  the  National  Emergeney  Managers  Assoeiation  survey  regarding  those 
ehallenges  they  have  identified  to  NIMS  eomplianee.  They  ealled  attention  to  what  they 
believe  are  false  assumptions  by  the  federal  government: 

One  is  the  assumption  that  “one  size  fits  all”  whieh  assumes  that  all 
jurisdietions  have  the  same  level  of  resourees,  risks,  hazards  and 
vulnerability  . . .  like  all  states  [they]  range  from  large  metropolitan  areas 
to  rural  low  density  jurisdietions  and  attempting  to  apply  the  same  rules 
for  implementation  or  even  the  same  set  of  logieal  reasons  for  eomp lying 
is  not  possible.  (National  Emergeney  Management  Assoeiation,  2008, 

p.  1). 

One  of  the  most  frequently  reported  eoneems  is  that  NIMS  does  not  address  a 
solution  for  all  the  different  sized  law  enforeement  organizations  within  a  state.  Small 
ageneies  simply  do  not  have  the  personnel  to  utilize  the  advantages  of  an  expandable  ICS 
system. 

In  1993,  Milwaukee  County  developed  the  Suburban  Mutual  Assistanee  Response 
Teams,  or  SMART.  SMART  modeled  its  program  on  the  Northern  Illinois  Poliee  Alarm 
System  of  a  tiered  mutual  aid  response  of  additional  law  enforeement  personnel  and 
equipment.  Waukesha  County  eventually  was  added,  ereating  a  foree  of  up  to  40 
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additional  officers,  one  from  eaeh  ageney,  whieh  could  be  deployed  through  an 
ineremental  request.  Five  squads  would  be  sent  within  eaeh  level  up  to  a  Level  8 
response.  These  ageneies  agreed  in  prineipal  not  to  eharge  for  mutual  aid  serviee.  While 
agreements  eannot  supersede  state  law,  the  40  SMART  members  reeeived  unanimous 
support  from  their  governing  bodies;  these  groups  reeognized  that  sending  support  to  a 
stricken  community  provides  that  same  opportunity  for  support  to  every  community  in 
case  it  falls  vietim  to  an  overwhelming  incident.  To  this  date,  no  member  eommunity  has 
invoked  state  law  and  requested  reimbursement.  While  addressing  the  need  for  immediate 
personnel,  there  is  a  gap  that  SMART  does  not  address,  the  need  for  additional  eommand 
structure  to  assist  onee  personnel  starts  arriving. 

5,  Training 

Concerns  with  initial  and  ongoing  training  are  probably  the  barriers  to  NIMS 
complianee  that  are  communicated  most  frequently.  The  complaints  run  the  gamut:  that 
there  is  too  mueh  training,  too  little  training,  too  mueh  theory,  not  enough  praetieal 
exereise;  the  training  is  not  interaetive  enough;  there  is  not  enough  funding  for  training;  it 
is  impossible  to  sehedule  staff  away  from  primary  duties  to  obtain  all  the  training  needed; 
there  is  a  need  for  more  elassrooms,  fewer  classrooms.  Respondents  also  report  that  the 
complexity  of  the  system  makes  learning  and  retention  of  learning  difficult;  that  there  is 
too  mueh  or  not  enough  eoneentration  on  large-scale  incidents;  and  that  training  needs  to 
be  customized  for  the  size  of  agency. 

Annual  training  alone  will  not  provide  the  expertise  needed  to  be  profieient  in  ICS 
or  to  fulfill  NIMS  preparedness  needs.  Somewhat  surprisingly,  a  large  majority  of 
respondents  indicated  the  standard  training  they  provide  is  yearly  or  as  required.  There 
are  many  legitimate  reasons  for  the  infrequency  of  training — funding,  competing 
priorities,  shortage  of  personnel,  and  lack  of  adequate  trainers.  Another  key  to  explaining 
the  lack  of  confidence  or  proficieney  with  the  system  is  the  faet  that  a  large  majority  of 
respondents  have  only  been  involved  with  NIMs  for  three  years  or  less.  Three  years  is 
still  a  fledgling  stage  in  a  eomplex  organizational  ehange.  There  is  little  hope  for 
successful  implementation  of  a  program  with  only  sporadie  training  and  no  indoctrination 
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of  the  program  into  daily  use.  The  only  way  to  beeome  better  at  defense  and  arrest  tacties 
is  through  repetition.  The  only  way  to  beeome  more  proficient  in  the  ICS  portion  of 
NIMS  is  through  the  day-to-day  repetition  of  the  concepts.  When  the  survey  asked  what 
those  successful  in  NIMS  implementation  would  recommend  to  those  struggling  now, 
several  mentioned  incorporating  ICS  into  daily  operations. 

As  stated  at  the  outset,  Wisconsin  proudly  reports  having  trained  at  least  4,000 
responders.  NIMS  compliance  classes  of  ICS  100  through  800  are  a  series  of  essential 
steps  for  senior  staff  members.  The  state  and  the  local  agencies  have  spent  thousands  of 
hours  and  dollars  in  the  initial  training.  The  survey  confirms  that,  in  many  cases,  that 
money  may  have  been  wasted  since  little,  if  any,  connection  has  been  made  after  training. 
Many  have  attended  the  training  simply  to  fulfill  the  requirements  and  nothing  more. 

As  an  associated  problem,  once  some  return  to  their  departments,  they  find  that 
there  is  no  overall  plan  in  place  to  utilize  what  has  just  been  taught.  The  skills  needed  to 
employ  a  complex  system  such  as  ICS  are  quickly  perishable. 

6.  Central  Oversight  and  Accountability 

There  is  no  central  branch  within  Wisconsin  that  has  been  granted  the  authority  to 
compel  compliance,  and  some  see  this  as  an  obstacle  to  the  adoption  of  NIMS.  The 
Governor’s  Homeland  Security  Council  has  only  advisory  power.  WEM  Director  Johnnie 
Smith  has  voiced  concern  about  the  lack  of  a  true  oversight  branch  at  the  state  level. 
“Another  disadvantage  is  that  the  status  quo  supports  a  homeland  security  advisor  who 
does  not  possess  authority  commensurate  with  the  designation  of  being  in  charge  of 
coordinating  homeland  security  activities  on  a  statewide  basis”  (Smith,  2007,  p.  60). 

The  2008  State  of  Wisconsin  Preparedness  Report  contains  some  measurable 
indicators,  such  as  how  many  first  responders  have  been  trained,  a  review  of  what 
programs  have  been  implemented,  and  the  exercises  actually  conducted  statewide.  There 
is  no  data  indicating  success  in  achieving  goals  and  objectives  that  have  been  instituted 
on  a  local  level.  There  is  no  indication  that  local  government  actually  has  goals.  Instead, 
the  preparedness  report  functions  more  to  ensure  that  we  have  fulfilled  the  National 

Incident  Management  grant  requirements — and  nothing  more. 
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The  members  within  the  NIMS  Advisory  Group  of  Wiseonsin  eome  from  a  wide 
range  of  diseiplines  and  have  been  voeal  about  the  laek  of  aoeountability:  “NIMS  has  no 
aeeountability  system  in  place  for  ensuring  NIMS  compliance. . . .  Without  an 
accountability  system  in  place,  NIMS  will  continue  to  fail. . . .  Local  agencies  were  told 
originally  that  they  must  be  NIMS  compliant/that  was  a  hollow  threat.  I  have  not  heard  of 
one  case  nationally  where  a  department  or  agency  was  denied  anything. . . .  Local  NIMS 
compliance  is  falling  off  to  nothing  because  no  one  is  holding  any  agency  accountable” 
(Wisconsin  Legislative  Audit  Bureau,  2006,  p.  3).  This  is  a  clear  warning  that,  without 
the  proper  compliance  tools,  there  is  little  hope  of  sustaining  NIMS. 

a.  The  Kettl  Commission  Effort  to  Create  Government 
Accountability 

In  2001,  Governor  Tommy  Thompson  commissioned  a  high-profile 
alliance  of  individuals  to  study  new  ways  to  collaborate  and  cut  waste  involving  state  and 
local  government.  This  group  became  known  as  the  Kettl  Commission.  The  commission 
results  were  eagerly  awaited  by  state  and  local  leaders  in  the  hopes  of  providing  the 
impetus  for  meaningful  change  and  perhaps  justification  for  the  consolidation  of  many 
services  at  all  levels  of  government.  The  release  of  the  recommendations  created  intense 
debate  at  the  local  level.  Local  governments  studied  the  recommendations,  and  there  was 
a  call  for  partial  or  full  organizational  consolidations  and  the  reduction  of  personnel. 

The  Kettl  Commission  recommended  that  Wisconsin  immediately  launch 
a  statewide  performance  review  of  all  state  agencies  and  local  governments.  This  review 
would  christen  a  new  program.  “Renew  Wisconsin  ought  to  be  a  top-to-bottom 
performance  scrub  of  Wisconsin’s  state  and  local  governments.  It  ought  to  identify 
opportunities  for  improving  the  government’s  responsiveness  and  reducing  their  cost” 
(State  of  Wisconsin,  2001,  p.  6). 

A  primary  concept  of  the  commission  was  that  government  needed  to  be 
tied  to  results.  “Almost  two-thirds  of  the  state  budget  goes  to  aids  for  local  governments, 
too  much  of  this  money  flows  without  a  clear  connection  to  results”  (p.  1).  The  hope  for 
improved  accountability  in  this  report  died  a  fairly  quick  death  with  little,  if  any,  of  the 


39 


recommendations  being  implemented.  That  was  the  last  effort  in  collaboration,  and  it 
provides  a  lesson  of  the  obstacles  that  exist  for  those  in  Wisconsin  who  would  try  again 
in  the  future. 

One  way  to  address  oversight  was  recommended  by  Johnnie  Smith  in  his 
thesis.  There  he  pointed  out  that  the  legislature  should  consider  the  creation  of  a 
Wisconsin  Department  of  Homeland  Security  and  Public  Safety  (Smith,  2007,  p.  65).  The 
rationale  for  this  recommendation  was  the  creation  of  other  important  agencies,  including 
Department  of  Health  and  Family  Services  and  the  Department  of  Transportation,  which 
were  created  to  address  critical  needs  in  planning  and  coordinating  activities  essential  to 
the  citizens  of  the  state.  The  state  thus  has  a  history  of  addressing  administrative 
oversight. 

As  another  example,  the  Wisconsin  legislature  addressed  oversight  when  it 
enacted  a  law  to  mandate  law  enforcement  compliance  to  institute  specific  policy 
development  and  reporting  requirements  regarding  high-speed  pursuits.  That  action  has 
brought  about  a  reduction  in  fatal  crashes  and  has  reduced  civil  liability  cases.  There  has 
been  no  history  of  great  bodily  harm  or  death  caused  by  the  mismanagement  of  critical 
incident  scenes  to  bring  NIMS  to  the  attention  of  the  Wisconsin  legislature. 

7.  Program  Evaluation 

Oversight  and  accountability  concerns  arise  not  only  from  the  lack  of  a  full 
program  evaluation  at  the  federal  level  of  NIMS,  but  also  at  the  state  and  local  level  as 
well.  The  most  frequent  form  of  evaluation  is  process  evaluation,  as  that  “focuses  on 
what  the  program  actually  does”  (Powell,  2006,  p.  103).  Documenting  the  effectiveness 
of  the  programs  would  make  valuable  information  available  for  all  levels  of  government. 
City,  county,  and  state  administrators  could  formulate  meaningful  future  goals  and 
objectives  based  on  this  evaluation. 

Powell  provides  reasons  for  initiating  evaluation  that  all  levels  of  government 
should  consider.  Local  law  enforcement  might  consider  instituting  program  evaluation 
because  it  could  actually  enhance  both  local  public  and  government  support  in  the 
following  ways: 
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1 .  Account  for  how  they  use  their  limited  resourees; 

2.  Explain  what  they  do; 

3.  Enhanee  their  visibility; 

4.  Deseribe  their  impaet; 

5.  Inerease  efficieney; 

6.  Avoid  errors; 

7.  Support  planning  aetivities; 

8.  Express  eoneern  for  their  publie; 

9.  Support  deeision  making; 

10.  Strengthen  their  politieal  position  (p.  103). 

a.  Employee  Evaluation 

It  is  not  only  at  the  department  level  that  evaluation  may  be  laeking 
profieieney  measurement.  Individual  offieers  are  not  held  to  a  state  standard  in  ICS.  The 
Department  of  Justiee  administers  the  Division  of  Eaw  Enforeement  Serviee  and  the 
Bureau  of  Training  and  Standards.  Training  and  Standards  is  responsible  for  setting 
standards  for  reeruit  training  within  the  state.  However,  there  is  little  authority  to  monitor 
offieers  onee  they  have  eompleted  their  initial  reeruit  eertifieation  other  than  through  the 
established  annual  training  of  24  hours.  Ken  Hammond,  Eaw  Enforeement  Training 
Direetor  for  the  State  of  Wiseonsin  (personal  eommunieation,  September  2,  2008),  states 
that  these  24  hours  of  annual  training  ean  be  satisfied  by  a  wide  variety  of  subjeet  matter, 
and  there  is  no  eontrol  over  what  individual  ageneies  deeide  to  foeus  upon.  The  result  is  a 
multitude  of  law  enforeement  ageneies  of  varying  operational  effieieney  and  abilities. 
Many  ageneies,  beeause  of  a  laek  of  funding,  eannot  provide  mueh  more  training  than 
this  mandatory  minimum  amount  for  their  offieers. 

One  insightful  Wiseonsin  sheriff  in  the  survey  tied  employee  buy-in  to 
establishing  a  eommitment  to  NIMS  and  ICS  through  a  rating  on  the  employee  annual 
evaluation.  It  is  not  evident  that  this  is  a  widespread  praetiee,  but  annual  employee  goals 
tied  to  objeetive  performanee  standards  in  NIMS  and  ICS  would  demonstrate  ageney 
eommitment. 
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8.  Funding 


Surprising  to  some  perhaps,  but  not  to  those  involved,  is  that  funding  is  a  eoneern 
for  the  very  largest  to  the  very  smallest  law  enforeement  ageneies.  The  National 
Emergeney  Management  Assoeiation  listed  funding  as  perhaps  the  major  barrier  in  its 
survey.  As  respondents  reported,  there  is  no  dedieated  NIMS  funding  to  support 
eomplianee  and  no  dedieated  funding  for  ongoing  eomplianee.  Thus,  NIMS  is  just 
another  example  of  an  unfunded  mandate  shifted  to  states  and  loeal  government  that  will 
be  impossible  to  sustain  without  eontinued  funding. 

Establishing  funding  for  some  loeal  emergeney  management  ageneies  has  been 
diffieult,  and  the  problem  exists  at  the  state  and  federal  level  as  well.  The  State  of 
Wiseonsin  Homeland  Seeurity  Strategy  (draft)  for  2009-2011  stated,  “Eunding  is  and 
will  remain  a  ehallenge.  Sinee  peaking  in  2003,  federal  grant  programs  have  eontinued  to 
reeede  and,  although  many  advoeate  a  substantive  inerease  in  federal  funding  using  fiseal 
year  2005  as  a  baseline,  the  future  funding  level  is  uneertain”  (Governor’s  Offiee- 
Wiseonsin  Homeland  Seeurity  Couneil,  2009,  p.  4). 

Other  than  withholding  grants,  there  are  no  real  penalties  for  NIMS  non- 
complianee.  Instead  of  withholding  grants  that  matter  to  some  but  not  to  others,  some  say 
that  real  finaneial  ineentives  or  substantial  penalties  need  to  be  established.  Some 
respondents  report  that,  based  on  the  aetual  use  and  projeeted  return  for  their  investment, 
adequate  funding  to  sustain  NIMS  is  not  a  priority,  mueh  less  a  high  priority,  within  their 
budget. 


9,  Civil  Liability 

A  new  and  emerging  barrier  to  NIMS  eomplianee  and  profieieney  has  been  the 
exposure  of  organizations  and  administrators  to  eivil  liability  for  management  of  eritieal 
ineident  seenes.  Brad  Pinsky,  an  attorney  and  eaptain  in  the  Manlius  Eire  Department, 
wrote  an  artiele  entitled  “NIMS  Direetives  and  Eiability”  for  the  Eire  Engineering 
Web  site  (Pinsky,  2009).  This  artiele  examined  a  newly  identified  form  of  eivil  liability 
for  failure  to  provide  an  identified  standard  of  eare,  as  reeognized  in  Prince  v.  Waters, 
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850  N.Y.S.  2d  803  (2008),  a  decision  from  the  appellate  division  of  the  Supreme  Court  of 
New  York.  This  case  is  relevant  because  there  a  “high  level  court  in  New  York  State  held 
that  the  failure  to  follow  a  mandatory,  nondiscretionary  NIMS  directive  served  as  a  basis 
for  liability  against  a  fire  department.”  Mr.  Pinsky  states,  “that  the  failure  to  follow  NIMS 
may  serve  as  a  basis  for  liability,  as  it  ‘mandates  a  reasonably  defined  and  precedentially 
developed  standard  of  care,  and  does  not  require  the  fact’s  trier  to  second  guess  a 
firefighter’s  split-second  weighing  of  choices’  ”  (p.  2).  The  NIMS  manual  has  many 
directives  that  impact  first  responders.  The  NIMS  drafters  used  the  word  “must”  in  many 
of  the  directions  (FEMA-Web  site),  and  it  is  “unknown  if  they  intended  the  word  ‘must’ 
to  carry  liability  for  noncompliance,  but  the  New  York  court  viewed  the  word’s  use 
seriously”  (p.  2). 

This  case  should  be  a  concern  for  law  enforcement  administrators  because  it  could 
place  them  at  risk  when  implementing  NIMS  policy  and  procedures.  While 
administrators  should  be  careful  what  wording  is  used  in  the  policy,  as  long  as  that  policy 
is  used  as  guidance  and  allows  commanders  the  discretion  to  deviate  within  it,  there  is 
protection. 

What  this  case  also  shows  is  that  command  and  control  errors  of  omission  and 
commission  can  be  costly  to  personal  reputation  and  can  incur  civil  liability.  This  case  is 
one  example  of  new  litigation  opportunities  since  the  enactment  of  NIMS.  Being 
compliant  in  NIMS  could  now  bring  a  new  area  of  exposure  for  administrators.  Liability 
has  always  existed  for  any  mismanaged  law  enforcement  critical-incident  response,  but 
attempts  to  increase  professional  law  enforcement  response  in  a  more  structured  way  are 
providing  an  equal  and  opposite  consequence  for  that  good  faith  effort. 

10.  Difficult  to  Implement  and  Sustain 

In  summary,  there  are  two  primary  reasons  that  NIMS  is  difficult  to  master.  The 
first  is  that  the  overall  NIMS  system  requires  an  enormous  commitment  of  time  and 
resources  in  order  to  successfully  “focus  on  the  four  key  areas  of  preparedness — 
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prevention,  proteetion,  response  and  reeovery”  (Governor’  Offiee-Wiseonsin  Homeland 
Seeurity  Couneil,  2009,  p.  7).  Eaeh  area  of  focus  requires  long-term  redefining  of  an 
agency’s  mission  and  commitment. 

The  system  can  be  so  overwhelming  to  an  administrator  or  command  staff 
member  assigned  to  emergency  management-related  duties  that  a  feeling  of  paralysis  can 
quickly  overtake  any  initial  enthusiasm,  becoming  fatal  before  one  can  even  begin 
compliance  efforts.  Much  like  tutors  assist  those  weighed  down  by  complex  concepts  in 
the  academic  environment,  a  tutor  or  mentor  might  be  needed  to  walk  the  student 
(administrator)  step  by  step  through  the  minefield.  As  previously  identified,  county 
emergency  management  agencies  may  or  may  not  have  the  staffing  or  the  expertise  to  act 
as  that  tutor.  Where  does  an  administrator  go  for  summer  school?  One  answer  might  be 
the  place  where  others  go  who  are  searching  for  smart  practices:  the  Department  of 
Homeland  Security  has  launched  a  lessons-learned  site  located  at 
https://www.llis.dhs.gov/index.  Based  on  the  listed  membership  of  Wisconsin  law 
enforcement  agencies,  it  is  not  a  very  well-known  or  frequently  accessed  resource. 

One  area  of  hope  for  struggling  agencies  is  the  wealth  of  information  now  being 
developed  by  many  agencies  in  their  preplanning  efforts.  Guidance  can  be  accessed  from 
other  cooperative  organizations  that  may  have  already  brainstormed  through  the  tedious 
development  of  incident  action  plans.  Those  plans  already  developed  can  act  as  a  kind  of 
shortcut  and  sample  smart  practice  for  those  agencies  that  lack  the  time  and  resources  to 
work  through  a  substantial  preplanning  process.  There  is  no  need  to  reinvent  the  wheel, 
and  what  are  good  tactical  and  operational  goals  and  objectives  for  one  agency  are 
probably  very  similar  to  the  needs  within  a  neighboring  jurisdiction  as  well.  It  is  at  least  a 
good  starting  point  with  which  to  begin  discussion  with  other  first  responders  within  a 
community. 

The  second  major  issue  to  the  implementation  barrier  is  the  intricacy  of  the 
Incident  Command  System  component.  An  escalating  incident  that  requires  an  incident 
commander  to  expand  the  ICS  organizational  chart  and,  perhaps  even  worse,  activate  an 
emergency  operation  center,  can  create  as  much  anxiety  as  the  incident  itself 
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One  ICS  definition  fittingly  describes  the  breadth  of  ICS  theory  as  “a  disaster 
management  tool  based  on  a  series  of  rational  bureaucratic  principles  similar  to  those 
often  discussed  in  organizational  studies  as  classical  management  theory”  (Morgan,  1986, 
p.  26).  Once  the  decision  has  been  made  to  conduct  command  and  control  using  the 
incident  command  system,  the  organization  and  its  leadership  cannot  waiver.  The 
leadership  must  use  all  of  its  authority  and,  perhaps  more  importantly,  its  influence  to 
gain  success.  Swanson  and  Territo  (1982)  assert: 

Leadership  is  defined  as  the  process  of  influencing  organizational 
members  to  use  their  energy  willingly  and  appropriately  to  facilitate  the 
achievement  of  a  police  department’s  goals.  This  process  of  influencing  is 
accomplished  by  communication,  a  significant  portion  of  which  occurs  in 
face-to-face  verbal  transactions,  often  on  a  one-to-one  or  a  leader-to- 
small-group  basis  (p.  123). 

Mastering  ICS  is  a  continual  process — and  just  plain  hard  work.  Immediate 
positive  results  may  not  be  readily  evident.  There  will  be  naysayers  in  the  short  term  who 
will  attempt  to  make  the  case  that  the  effort  is  not  returning  enough  for  the  investment. 
However,  many  Wisconsin  agencies  proudly  report  that  there  is  a  long-term  positive 
impact.  Tangible  confidence  and  positive  after-action  reports  reflect  excellent 
performance  by  staff  through  ongoing  training  and  use  of  the  program.  Line  officers  often 
feel  a  newfound  trust  or  confidence  in  their  supervisors  and  their  organization. 

It  does  not  take  long  for  word  to  spread  among  others  within  the  first-responder 
community  that  an  organization  has  embraced  NIMS  and  that  its  responses  are  well 
planned,  organized,  and  reflect  officer  safety  as  a  priority.  Feedback  to  line  officers  from 
their  neighboring  and  sometimes  distant  peers  eventually  does  make  its  way  back.  There 
can  be  a  rejuvenation  of  organizational  pride  when  someone  from  the  outside 
environment  relates  to  an  officer  that  things  are  being  done  right  in  his  department. 
Outside  positive  feedback  is  worth  perhaps  ten  times  that  which  comes  from  an  officer’s 
direct  supervisor  or  agency  administrator. 
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IV.  CONCLUSIONS  AND  RECOMMENDATIONS 


A,  OVERVIEW 

This  thesis  is  titled  “Is  NIMS  going  to  get  us  where  we  need  to  be-A  Law 
Enforeement  Perspeetive.”  At  this  point  the  question  is,  well,  is  it?  The  eonelusion  is  that 
for  some  law  enforeement  ageneies  within  the  state  of  Wiseonsin,  NIMS  has  been 
everything  it  was  thought  to  be.  NIMS  has  ehanged  forever  the  organizational  eapabilities 
of  some  ageneies  in  preparedness,  response,  and  reeovery.  For  many  other  ageneies  the 
answer  is  resounding:  We’re  eompliant  but  not  eonfident  that  mueh  has  really  ehanged. 
Finally,  for  many,  nothing  has  ehanged  at  all,  and  many  are  not  interested  in  ehanging 
something  they  really  don’t  need  or  ean  afford. 

A  summary  of  the  reeommendations  identified  in  this  ehapter  are  listed  below. 

1 .  Maintaining  the  status  quo 

a.  Conduet  a  loeal  risk  analysis 

2.  Customization  of  NIMS 

a.  Creation  of  a  small  ageney  version  of  NIMS 

b.  Foeal  modifieation  of  NIMS 

e.  Enhaneement  of  regional  ineident  management  teams 

d.  Creation  of  a  smart  praetiees  forum  for  NIMS  eustomization 

3.  Resouree  alloeation 

a.  Regional  expansion  of  the  SMART  eoneept. 

4.  Program  evaluation 

a.  Third-party  program  evaluation  of  NIMS 

b.  Creation  and  voluntary  implementation  of  objeetive  NIMS  profieieney 

standards  through  output/performanee  measurement 

e.  Funding  of  ineentives  tied  to  objeetive  standards 
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B,  FINDINGS  AND  RECOMMENDATIONS 
1.  Maintaining  the  Status  Quo 

Maintaining  the  status  quo  would  not  have  been  a  serious  eonsideration  before  the 
data  in  this  report  was  obtained.  However,  this  study  produeed  signifieant  feedbaek 
indicating  that  maintaining  the  status  quo  is  appropriate  for  many.  One  insightful  group 
of  practitioners  wondered  about  the  real  need  for  full  commitment  to  NIMS: 

Perhaps  what  is  needed  is  a  rethinking  of  the  functions  of  government  and 
the  increased  use  of  non-profit  and  market-based  organizations  in  the 
mitigation  of  the  effects  of  disaster.  Despite  widespread  claims  to  the 
contrary  and  the  promise  of  politicians,  governments  cannot  guarantee 
protections  against  disaster  and  catastrophe.  (Buck,  Trainor,  &  Aguirre, 

2006,  p.  21) 

Many  feel  that  their  present  level  of  command  and  control  has  suited  them  well, 
and  they  do  not  see  a  compelling  reason  to  prioritize  additional  preparedness  as  required 
by  NIMS.  They  feel  that  there  is  little,  if  any,  chance  that  they  will  be  subject  to  medium- 
and  large-scale  critical  incidents,  or  they  feel  strongly  that  their  present  level  of  education 
and  experience  in  command  and  control  will  suffice.  Before  an  agency  leader  decides  on 
no  further  commitment — in  other  words  before  deciding  to  maintain  the  status  quo — it  is 
recommended  that  he  facilitate  or  personally  conduct  a  risk  analysis  identifying  his 
community’s  potential  exposure  to  critical  incidents.  Even  with  seemingly  minimal  risks, 
a  community  will  always  be  at  risk  for  the  most  dangerous  high-risk  event — active 
shooters.  Minimally,  developing  a  well-practiced  plan  for  at  least  this  type  of  response 
should  be  an  absolute  priority. 

Recommendation  1;  Conduct  a  local  risk  analysis 

Target:  Wisconsin  law  enforcement  agencies 

Each  Wisconsin  law  enforcement  agency  choosing  to  opt  out  of  NIMS  and  ICS 
should  at  a  minimum  facilitate  a  risk  analysis  to  identify  potential  vulnerabilities.  This 
analysis  should  be  used  as  a  basis  for  considering  the  need  to  reevaluate  one’s  position  on 
either  partial  or  full  NIMS  or  ICS  adoption. 
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2. 


Customization  of  NIMS 


Make  no  mistake,  NIMS  sustainment  is  hard  work.  There  is  no  substitution  for  the 
effort  needed  to  gain  and  keep  a  high  level  of  profieiency  in  this  valuable  system.  There 
is  a  eertain  pereentage  of  law  enforeement  personnel  who  are  strong  advoeates  for  NIMS 
and  know  that  praetiee  and  use  will  make  NIMS  a  valuable  tool  for  those  who  eommit  to 
that  effort.  There  are  others  who  just  eannot  or  will  not  make  that  eommitment.  Buek, 
Trainor,  and  Aguirre  emphasize  this  point  in  their  analysis  stating: 

Nevertheless,  considering  the  difficulties  regarding  the  implementation  of 
this  program  at  a  national  level,  even  if  all  involved  desired  it — and  there 
are  good  reasons  to  doubt  it — it  is  unlikely  that  the  system  will  ever  be 
fully  implemented  for  all  phases  and  actors  in  disasters.  (2006,  p.  21) 

If  it  is  the  case  that  the  present  system  for  one  reason  or  another  is  too 
cumbersome  to  master,  then  a  viable  alternative  is  to  customize  NIMS  and  incident 
command,  adopting  just  some  of  the  core  elements  that  fit  the  unique  situations  within 
each  law  enforcement  community.  Customization  could  sway  those  who  lack  the 
proficiency  to  recommit — or  even  better  those  who  have  not  seriously  considered 
adoption — to  at  least  try  to  adopt  the  substantial  core  elements. 

The  idea  of  turning  form  into  function  is  nothing  new.  In  Blue  Ocean  Strategy  the 
authors  point  out,  “Recognizing  structure  and  boundaries  exist  only  in  managers’  minds, 
practitioners  [should  not]  let  existing  structures  limit  their  thinking”  (Kim  &  Mauborgne, 
2005,  p.  211).  One  alternative  is  to  shift  the  focus  from  the  present  product  (NIMS)  to  a 
focus  on  adding  value  innovation,  “that  is,  the  creation  of  innovative  value  to  unlock  new 
demand”  (p.  21 1).  Federal,  state  and  local  officials  need  to  recruit  as  many  as  possible 
who  have  opted  out  of  NIMS  or  who  see  relatively  low  value  in  NIMS  implementation. 
This  would  represent  not  a  repackaging  but  a  reformulation  of  the  product,  providing  a 
much  more  flexible  and  adaptive  product  and  addressing  the  argument  that  one  size  does 
not  fit  all.  One  way  to  visualize  customization  is  to  look  at  a  strategy  canvas. 
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a.  A  Strategy  Canvas  for  Customization 

A  strategy  canvas  was  developed  and  used  as  a  central  tool  in  Blue  Ocean 
Strategy  (Kim  &  Mauborgne,  2005,  p.  25)  and  is  shown  below.  This  canvas  is  an 
interpretation  based  on  the  survey  results  and  research  for  this  thesis  on  factors  that  law 
enforcement  consider  when  deciding  on  the  level  of  NIMS  commitment  for  their 
organization.  The  horizontal  axis  captures  some  of  the  important  factors  (defined  below) 
that  law  enforcement  might  consider  when  deciding  to  implement  any  new  program.  For 
this  canvas  the  vertical  axis  captures  a  perceived  value  or  cost  for  the  organization  in 
time,  resources,  funding,  and  the  level  of  benefit  for  each. 


STRATEGY  CANVAS:  NIMS  CUSTOMIZATION 
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Figure  2.  Strategy  Canvas;  NIMS  Customization. 

The  factors  identified  for  this  canvas  are  described; 

Initial  training  required.  The  mandatory  attendance  of  ICS  100  through 
800  level  courses. 
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Annual  training  costs  and  time.  The  cost  and  personnel  time  required  for 
table  top,  functional  and  full  scale  ICS  exercises  and  any  on  shift  or  monthly  training  in 
house. 

Ability  to  sustain  NIMS.  The  ability  to  understand  and  exhibit  the  skills 
needed  to  carry  out  the  core  elements  of  ICS  beyond  the  initial  implementation  period. 

Ability  to  be  proficient.  The  organizations  level  of  success  in  taking  the 
initial  lessons  and  institutionalizing  NIMS  and  ICS  into  daily  operations. 

Ease  of  use  in  the  Field.  The  level  of  ICS  concepts  and  principals  involved 
that  influence  a  commander’s  commitment  to  managing  an  incident  and  without  draining 
resources  in  order  to  manage  the  ICS  system. 

Confidence  in  use.  The  comfort  and  self-assurance  level  that  supervisors 
possess  in  their  ability  to  manage  an  incident  using  the  ICS  system. 

Commitment  by  leadership.  The  level  of  dedication  to  training  and  use  by 
the  organizations  senior  leadership  and  support  provided  to  the  membership. 

Stakeholder  support.  The  level  of  political  support  provided  by  means  of 
funding  and  training  commitment. 

b.  The  Four  Actions  Framework  for  Customization  of  NIMS 

Several  factors  that  can  sway  an  organization’s  interest  have  been 
identified  in  the  canvas.  What  strategies  are  there,  then,  that  can  be  implemented  to 
achieve  progress  within  those  factors?  Below  is  a  framework  (Kim  &  Mauborgne,  2005, 
p.  29)  that  includes  elements  that  either  reduce,  create,  eliminate,  or  raise  the  value  and 
cost  to  departments. 

Creating  strategies  to  address  each  of  the  actions  mentioned  in  the 
preceding  chart  can  be  difficult  as  the  strategies  may  address  several  of  the  elements 
partially  or  entirely.  The  following  recommendations  address  one  or  more  of  the  elements 
listed  above. 
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Recommendation  1:  Creation  of  a  small  agency  version  of  NIMS. 
Target:  Federal  government-FEMA. 

The  federal  government  should  concentrate  on  developing  alternatives  to 
full  NIMS  implementation.  Considerations  should  be  given  to  long-term  incremental 
NIMS  compliance  and  to  developing  guidelines  to  assist  local  agencies  in  customizing 
core  elements  of  NIMS  and  the  ICS  component. 


Reduce 

100  through  800  ICS 
classes 

Complexity  of  ICS 


Raise 

Increase  county  incident 
management  teams 

Reimburse  costs/funding  for 
those  that  can  objectively 
prove  proficiency 

Local  modification  of 
current  NIMS 


Create 

Statewide  best  practices 
forum 

Federal  program  evaluation 
of  NIMS 

Small  agency  version  of 
NIMS 

SMART  teams  in  each 
region 


Figure  3.  The  Four  Actions  Framework  for  Customization  of  NIMS 
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Recommendation  2:  Local  modification  of  NIMS. 


Target:  Wisconsin  law  enforcement  ageneies. 

Even  without  federal  oversight  or  ehanges  to  the  system,  each  law 
enforcement  agency  should  constitute  a  eore  group  of  loeal  first  responders  and  review 
the  merits  of  customizing  NIMS  and  ICS  principles  to  aeeommodate  their  unique  needs 
and  resourees. 

Recommendation  3:  Enhaneement  of  regional  ineident  management 

teams. 

Target:  State,  eounty  and  loeal  governments. 

The  State  of  Wisconsin  Department  of  Emergeney  Management  and  the 
NIMS  Advisory  Council  have  been  strong  advoeates  for  the  establishment  of  at  least 
some  eentralized  IMTs  strategieally  plaeed  within  regions  of  the  state.  This 
reeommendation  is  not  new  as  it  has  been  and  eontinues  to  be  part  of  the  overall  State  of 
Wiseonsin  Homeland  Seeurity  Strategy.  Creation  and  adoption  of  IMTs  is  erueial  to  the 
long-term  sueeessful  management  of  eritieal  ineidents  in  the  state.  The  Milwaukee 
Wiseonsin  Urban  Area  Seeurity  Initiative  in  eoordination  with  Wiseonsin  Emergeney 
Management  and  the  Waukesha  County  Teehnieal  College  reeently  went  so  far  as  to 
create  a  eomprehensive  guide  for  the  development  of  loeal/tribal  ineident  management 
teams  (Milwaukee  Wisconsin  Urban  Area  Seeurity  Initiative,  2009).  This  smart  practice 
guide  will  serve  as  quality  control  for  all  efforts  in  the  state.  This  eoncept  is  especially 
needed  for  those  medium-  and  smaller-sized  ageneies  without  the  resourees  to  manage  a 
long-term  ineident.  This  effort  needs  to  be  expedited,  and  initial  and  long-term  training  of 
these  valuable  teams  needs  to  have  strong  politieal  and  finaneial  support  by  all  levels  of 
government.  This  guide  is  an  example  of  a  sueeessful  effort  of  eonsolidation  and 
eollaboration  during  these  times  of  growing  budget  defieits. 

Recommendation  4:  Creation  of  a  smart  practiees  forum  for  NIMS 

eustomization. 

Target:  Wiseonsin  emergeney  management. 
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Using  the  Department  of  Homeland  Security  Lessons  Learned  Information 
Sharing  Web  site  as  a  model,  create  a  statewide  law  enforcement  forum  for  sharing  smart 

practices  on  how  smaller  agencies  can  successfully  customize  core  elements  of  NIMS 

and  ICS. 


3,  Resource  Allocation 

A  repeated  concern  voiced  by  law  enforcement  administrators  with  ten  or  fewer 
officers  is  the  inability  to  effectually  implement  ICS  due  to  the  limitations  of  adequate 
personnel.  Each  agency  within  the  state  of  Wisconsin  has  access  to  mutual  aid  law 
enforcement  through  the  Wisconsin  Emergency  Management-Police  Services  Program. 
This  program  dates  back  to  1961  and  has  been  utilized  intermittently  since  that  time.  One 
possible  reason  why  it  has  not  been  regularly  used  is  that  “the  requesting  agency  is 
responsible  for  the  cost  of  the  operation”  (Wisconsin  Emergency  Management  Web  site). 
A  recent  example  of  the  need  for  a  large  contingent  of  law  enforcement  resources  was 
the  July,  2009  fire  at  the  Patrick  Cudahy  meatpacking  facility  in  Cudahy,  Wisconsin. 
Cudahy  police  utilized  a  level  eight  SMART  response  and  then  requested  assistance 
through  the  Emergency  Police  Services  Program.  In  order  to  implement  incident 
command  and  control  in  dangerously  evolving  events,  agencies  must  have  predetermined 
where  they  can  access  additional  resources  within  the  first  critical  hour  of  an  event,  as 
Cudahy  did.  A  system  like  the  SMART  program  provides  such  a  prearrangement  of 
staffing,  as  well  as  the  all-important  agreement  to  waive  costs. 

Recommendation  1:  Regional  expansion  of  the  SMART  concept. 

Target:  Wisconsin  law  enforcement  agencies. 

Research  the  SMART  concept  for  one’s  region  as  a  precursor  to  the  umbrella 
program  of  WEM’s  Emergency  Police  Service  Program. 
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4,  Program  Evaluation 


The  central  idea  behind  a  program  is  to  “implement  its  plan.  That  is,  it  must 
actually  carry  out  the  intended  functions  in  the  intended  way”  (Rossi,  Freeman,  &  Lipsey, 
1999,  p.  191).  It  is  clear  that  the  NIMS  program  has  not  delivered  on  its  plan.  The 
majority  of  large  and  medium-sized  agencies  in  Wisconsin  are  probably  NIMS 
compliant,  but  the  plan  is  struggling  with  many  influences,  and  it  does  not  appear  well 
enough  conceived  to  deliver  to  the  remaining  law  enforcement  organizations  within  the 
state. 

While  this  thesis  has  taken  a  first  step  in  identifying  discrepancies  between  the 
plan  and  the  real-life  effort  to  comply,  the  next  step  should  be  a  complete  assessment  of 
the  program  implementation  that  includes  “the  program  activities  that  actually  take  place 
and  the  services  that  are  actually  delivered  in  routine  program  operation.  Program 
monitoring  and  related  procedures  are  a  means  by  which  the  evaluator  investigates  these 
issues”  (p.  191).  The  basic  academic  process  should  be  focused  on  answering  one  or 
more  of  the  following  basic  functions: 

a)  Whether  a  program  is  reaching  the  appropriate  target  population, 

b)  Whether  its  service  delivery  and  support  functions  are  consistent  with  program 
design  specifications  or  other  appropriate  standards, 

c)  Whether  positive  changes  appear  among  the  program  participants  and  social 
conditions  the  program  addresses  (p.  191). 

The  data  contained  within  this  thesis  seem  to  confirm  that  in  answer  to  function 
a),  the  program  has  not  in  fact  done  an  adequate  job  of  reaching  the  target  population, 
unless  the  true  or  announced  target  population  is  actually  only  the  large  and  medium¬ 
sized  agencies. 

In  response  to  function  b),  it  seems  that  great  strides  to  provide  substantial 
training  and  support  to  secure  implementation  of  NIMS  and  ICS  have  occurred,  but  those 
support  functions  have  not  been  flexible  enough  to  adjust  and  address  the  several  barriers 
that  have  developed  along  the  way.  To  their  credit  FEMA  and  the  National  Emergency 
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Managers  Association  have  taken  the  time  to  identify  barriers  to  NIMS  compliance,  but 
no  revision  of  the  plan  has  been  formulated  to  address  those  barriers. 

In  response  to  function  c),  the  answer  is  mixed.  Over  the  course  of  the  past  three 
years  since  NIMS  compliance  was  announced,  there  have  been  some  remarkable 
accomplishments  within  some  law  enforcement  organizations.  There  is  also  strong 
evidence  that  there  have  been  no  positive  changes;  in  some  other  cases,  there  has  been  an 
actual  step  back  or  a  negative  impact  upon  organizations  because  of  their  failed  attempts 
at  compliance. 

Recommendation  1:  Third-party  program  evaluation  of  NIMS. 

Target:  Federal  government. 

Create,  by  presidential  directive,  an  evaluation  of  the  NIMS  program,  to  be 
carried  out  by  an  impartial,  third-party,  non-governmental  unit. 

Recommendation  2:  Creation  and  voluntary  implementation  of  objective  NIMS 
proficiency  standards  through  output/performance  measurement. 

Target:  Federal,  state  and  local  government. 

While  an  objective  evaluation  of  the  NIMS  plan  should  be  done,  each  level  of 
government  and  each  law  enforcement  agency  should  look  internally  for  ways  to  evaluate 
their  performance  of  and  proficiency  in  NIMS  and  ICS.  Even  without  being  mandated, 
local  leadership  should  institute  objective  standards  through  the  establishment  of  specific 
organizational  goals  and  objectives.  Leadership  should  also  consider  establishing 
individual  officers’  goals  and  objectives  by  utilizing  the  yearly  individual  evaluation 
process.  (Powell,  2006,  p.  106)  indicates  that  output  or  performance  measures  serve  to 
indicate  what  was  accomplished  as  a  result  of  some  programmatic  activity.  Powell  states 
that  such  measures  focus  on  output  and  effectiveness  rather  than  merely  on  input. 
Presently  performance  measurement  is  lacking,  and  the  citizens  and  local  leadership  do 
not  get  a  true  indication  of  their  employees’  proficiency. 

Recommendation  3:  Funding  of  incentives  tied  to  objective  standards. 

Target:  Federal  and  state  governments. 
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Create  an  ineentives  program  that  will  reimburse  ageneies  with  additional  funding 
based  on  an  objeetive  standard  tied  to  something  more  than  eondueting  exereises  or 

training. 
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V.  SUGGESTIONS  FOR  FURTHER  RESEARCH 


The  movement  towards  the  incident  command  system  has  existed  for  fifteen 
years.  The  mandates  of  NIMS  have  only  come  in  the  last  few  years,  and  this  is  therefore 
largely  new  territory.  This  thesis  has  attempted  to  locate  the  principal  gaps  between  law 
enforcement  and  compliance  with  the  present  form  of  NIMS.  Further  research 
highlighting  the  appropriate  elements  of  a  NIMS  version  specifically  for  smaller  agencies 
would  benefit  a  majority  of  law  enforcement  agencies  in  the  country.  Additional  research 
toward  establishing  an  objective  output  performance  evaluation  system  to  measure 
proficiency  is  also  warranted. 
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APPENDIX  A.  OPTED  OUT 


NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


In  ord^r  to  adopt  NiMt 

Raaponca 

Raaponaa 

Paroont 

Count 

A  What  neeos  lo  be  cnarged 

33.3H 

1 

AttMn  SIM3  Rse*' 

8.  Wnat  would  peoa  to  oe  c^a^pc>d 

33.3H 

1 

win  Te  wa>  NIW3  «  irwrec* 

C.  What  would  nood  to  onarga 

wttnin  your  agoncy  or  tte 

1  *8.7% 

2 

mlMlon? 

D.  'Ahait  other  oripec'ed  th 

3.a«% 

3 

ooud  heed  to  rho^t^e'* 

anawered  duaseion 

2 

tkipp^d  qutstton 

to 

A.  wnat  n«e<i*  to  d»  cttangad  witnm  Kims  rlserr? 

1 

NIMS 

IiAar  33.  2C09  5  se  PM 

2 

Apr  1.  2039  12:23  AW 

3 

Apr  7.  2039  3  36  FM 

B.  wnat  wNMitd  need  to  be  changed  wiln  the  way  Nims  lelniMd? 

1 

laar  33.  2C09  E  56  PM 

2 

Apr  1.  2039  12:23  AW 

3 

More  raning  areas 

Apr  7.  2039  3  36  FM 

C  wnat  would  need  to  change  within  your  agency  or  Its  mieelon? 

1 

Mar  33.  2C09  £  56  PM 

2 

we  would  need  a  jse  tor  t. 

Apr  1.  2039  12:29  AM 

3 

Oevoiop  a  psiKry  to  comply  and  nnd  inoney  %  practice 

Apr  7.  2039  3  36  FM 

D  What  other  iMpacmed  tMnge  would  need  to  cMnoa? 

1 

Mar  33.  2C05  £  56  PM 

2 

Apr  1.  2039  12:23  AW 

3 

Apr  7.  2039  3  36  FM 
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NIMS'is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 
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NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Wh*1  qusctlon*  would  you  havo  for  thoca  that  hava  baan  abia  to  actabiich  NiMt  within  thair  oraanizationc? 

Racponca 

Count 

antwcn^  guesoon  2 

gtiei 00/1  tl 


RMpOM#  TMCt 

1 

now  'woud  It  Increase  dally  ennoency  tor  a  ;<ra  man  dept,  vs  me  trne  sper.  on  up 
Keep  of  records 

Apr  1.  2039  12:2a  AM 

2 

WHE"^  DO  YOU  FIND  MONEY  TO  SRAC’ICE  T-tE  OSJEC'IVES  AND 
COMMAND  SYSTEMS. 

Apr  7.  2039  a  36  FM 
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NIMS-  is  it  Qoing  to  got  us  whoro  wo  nood  to  bo*A  Law  Entorcen>ont  Persp^ctivo 


%  |no 


■T^xf 


lApr  t.  2039  12:23  AM 
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APPENDIX  B.  COMPLIANT  BUT  NOT  PROFICIENT 


NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcenient  Perspective 


How  oft*n  and  to  nrtiat  axlont  tfo  you  train  NiMt  (montniy.  quarlerty,  yaartyit 

Rasponca 

Count 

23 

anaurartO  qiiaatfon 

2t 

tlupiml  gurtOon 

M 

mipOMI  Text 

1 

As  reeaea  oriy  » teep  tne  aept  ceruned  »  accept  'eoera  grants. 

taar  30. 2009  6  00  PM 

2 

Yearly 

Mar  30.  2009  6  06  PM 

3 

yearly 

t4ar30. 2009  6:18  PM 

4 

Yearly  wtmirr  our  viiage. 

taar  30.  2009  6:35  PM 

5 

Yeany 

t4ar3l.  2009  3:11  PM 

6 

■lave  not  trained  otrer  trar  tre  ics  classes 

t/ar  31.  2009  3:37  PM 

7 

Yearly 

t4ar31.20O9  5:03  PM 

a 

We  00  not  lonnaily  tram  NIMS  A4  pereonrei  go  tnrough  tne  oouses. 

Mar  31.  2009  6:18  PM 

9 

1  rave  just  started  witn  tnis  De{partment  July  2009  tns  will  ce  accompisned  m 
tne  mind  gjarter  ot  2039. 

Apr  1.  20391:46  PM 

10 

yearty 

Apr2.2039  509PM 

11 

as  nec€6&ary 

Apr  7.  2039  8  06  PM 

12 

Yearly 

Apr  7. 2039  807  PM 

13 

We  rave  traireo  yeany 

Apr  7.  2039  9:11  PM 

14 

as  requred 

Aprs.  2039101  PM 

15 

yearty 

Apr  8.  20391:19  PM 

16 

Yearly 

Apr  8.  2039  9:17  PM 

17 

Yeany  as  a  con-pooent  of  in-servtoe  training 

Apr  9.  2039  5:51  PM 

18 

Rarely 

Apr  9.  2039  6  36  P\1 

19 

No  regularly  scnedued  rainirg 

Apr  10.  2309  3:01  PM 

20 

As  necessary  to  con^ily  wttr  any  rational  mandates 

Apr  13.  2309  1:54  PM 
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Hav*  yoy  moorporatad  the  ICS  portion  of  N>M8  into  your  dairy  oparatlona?  If  co.  how? 


Rasponca 

Count 


23 


anawerad  9i>effDon 

20 

skrppad  dt#asPo/i 

u 

■ivaMlHI 

1 

NO 

Mar  32.  2C09  G  OD  PM 

2 

NO 

Mar  32.  2009  e  06  PM 

3 

no 

Mar  32.  2009  6:18  PM 

4 

Policy  regardng  ncioer*.  resporse.  village  Board  acknoAiMgeneot  or  ICS'NIMS 
oonpilance  requireirer:. 

r/ar  30.  2009  6:35  PM 

c 

No 

r4ar31.  2009  3:t1  PM 

e 

NO 

Mar  31.  2009  3:37  PM 

7 

Ye«.  TTX’s,  real  wona  dcnneBtic  ops  we  apply  iCS  rjrdementalB 

Mar  31.  2009  5:03  PM 

a 

NO 

t4ar31.20O9  6:16  PM 

9 

Yes  ire  process  nas  teen  started  Py  policy  ana  will  Pe  supportea  Dy  traning. 

Apr  1.  2029  1  46  PM 

10 

Policy 

Apr  Z  2029  5  29  PM 

11 

or  large  incidents 

Apr  7.  2029  8  26  PM 

12 

It'S  m  our  procedures. 

Apr  7.  2029  607  PM 

13 

vve  rave  encouragea  oncers  ana  supervisors  to  errplov  ne  procoure  wrerever 
7)ey  can 

Apr  7.  2029  911  PM 

14 

no 

Aprs.  2029101  PM 

15 

yes  -  Clearly  delaiirg  In  poicy  wno  is  resporsiDie  tor  wral 

Aprs.  2029  1:19  PM 

16 

Some'wna;  -  For  special  large  pre-planreo  events 

Apr  8.  2029  9:17  FM 

17 

Yes:  by  poicy  iwieneier  an  iradent  tnar.  invoires  more  tnan  4  personnel  to  a 
scene.  ICS  is  inriated 

Apr  9.  2029  5  51  FM 

18 

NO 

Apr  9.  2029  5  36  FM 

19 

We  rave  a  supervisory  command  vetiiae  equpped  «itn  ICS  related  eqtipTer: 
and  resources,  it  is  tne  primary  duty  vericie  tor  oir  snitl  Oics  Basic  ics 
concepts  are  utiized  at  mcidenls 

Apr  10.  2209  3:01  PM 

20 

Not  at  mis  Pme 

Apr  13.  2209  1:54  PM 

68 


NIMS  -is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Hac  your  aoanoy  ovar  nad  oooacioo  to  impiamani  NIM8  In  a  tnadium  or  larga  aoa^  rrani?  If  ao,  p!«aca  raiala  how 
ilia  oparatlona  hava  ran. 

Raapooaa 

Count 


23 

arysweraO  9i>ateion 

20 

skipped  ptiesPon 

02 

MpHBiText 

1 

NO 

laar  33.  2C09  6  00  PM 

2 

NO 

laar  30.  2C09  6  06  PM 

3 

no 

iaar33. 2C09  6  16  PM 

4 

NO. 

raar3a.  2C09  6  3S  PM 

e 

rio  «e  Ktiouio  nav«  orce,  Du:  dd  rot  do  m  Alter«'ards  R  «as  diKus«ea  and  win 
De  used  next  flme 

iaar31.2C09  3;11  PM 

c 

NO 

iaar31.2D09  3  37  pm 

7 

NO 

1/ar31.2C09  5  03  PM 

a 

NO 

raar31.2C09  6:16  PM 

; 

Yes  for  roadway  operaoons 

Apr  1.  2039  1  46  FM 

10 

NO 

Apr  2.  2039  5  39  FM 

11 

n'a 

Apr  7.  2039  6  06  FM 

12 

NO 

Apr7.  2009  8117  FM 

13 

NO 

Apr  7.  2039  9:11  FM 

U 

no 

Aprs.  20391111  FM 

15 

n«  ir  :ne  past  5  years 

Apra.  2009  1:19  FM 

16 

Yes.  ~re  iCS  ouUlne  sbucrure  works  well  for  our  large  scae  Juy  4tn  Parade  ard 
^rewoTtt. 

Apr  a.  2039  9:17  FM 

17 

Yes.  very  smooniy.  Good  cooranaoor  among  multiple  agency  types 

Aprs.  2039  5:51  FM 

18 

NO 

Aprs.  2009  6  36  FM 

19 

NO 

Apr  10. 2009  3:01  pV 

20 

NO 

Apr  13.  2309  1:54 
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NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Do#s  y<Hir  organization  work  with  an  actaOllahad  Emtrganoy  Managomart  framowork  within  your  olty,  town  or 
viliogo?  V  00.  hac  your  looai  EM  group  octabikhad  a  unrfiod  yearly  program  of  training  between  all  departmenta 
that  inoiudec  pre-planning  and  ectabilchlng  Inoldent  Aotion  Plane? 


Reeponee 

Count 


23 

anewered  gi/estion 

20 

skfppod  guosPon 

U 

RMpOOMText 

1 

NO 

I4ar  30. 2C09  €  00  PM 

2 

Yes  nave  cit>’  poicies  m  place:  out  «e  do  not  rave  annual  tranmg  on  tnem 

r4ar33. 2C09  6  06  PM 

3 

[UEt  getting  staned 

I4ar33. 2CC9  6:18  PM 

4 

Yes 

Yet  •  very  smai  scale  nevew. 

I4ar  33.  2C09  6:36  PM 

5 

NO 

r4ar31,2C09  3  11  PM 

6 

Sore  yet 

I4ar  31. 2009  3:37  PM 

7 

Yes.  yes 

I4ar  31.  2009  5  03  PM 

a 

Yes- city  and  Slate  EM 

Son  wow 

I4ar31.2009  61 8  PM 

9 

Yes  tris  will  be  conducted  2039 

Apr  1.2039  1:46  PM 

10 

Yes 

Apr  2.  2039  5  39  PM 

11 

Yes 

Apr  7.  2039  6  36  PM 

12 

Yes 

NO. 

Apr?.  2039  807  PM 

13 

Yes  «e  do  ard  we  are  n  me  eany  stages  of  dang  mis  Potage  County  and 
Stevens  Point  do  rave  eetaaisreo  plans  ard  me  County  nas  an  Emer^ncy 
ManageTer:  Dineclor 

Apr?.  2039  911  PM 

14 

no 

Apr  a.  2039  101  PM 

15 

not  witnn  me  City  we  are  acUve  par.iapants  In  tre  County  LEPC  ard  participate 
in  at  EM  driis  and  "unctions. 

Apr  8.  2039  1:19  PM 

16 

Our  County  Emergency  Management  Direemr  o'ganizes  tabe  top  and  lull  scale 
exercises  m  me  County  on  a  regular  basis,  we  nave  an  opportunity  io  wort  «im 
numerous  cutside  agencies 

Apr  8.  2039  9  17  PM 

17 

Yes 

Apr  9,  2039  5:51  PM 

16 

Yes  No 

Apr  9.  2039  6  36  PM 

19 

No  estabiisned  EM  framewoni  nas  been  estabiisned.  we  are  in  me  process  of 
deveicping  an  EOP  tor  me  viiage. 

Apr  10. 2309  3:01  »»/ 

20 

Tnere  is  a  Emer^ercy’  Go««rrment  :nal  can  be  activates  r  neeoeo  this  is  trrougn 
Tie  cour^. 

Apr  13.  2303  1:54  =M 
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no  NIM87 

Roftponco 

Count 

19 

antwonH  qo99tion 

1* 

skrpp«tf  00/1 

•4 

RMponM  tmcI 

1 

3-4  yea's 

l.lar  33.  2C09  6  00  PM 

2 

4-5  years 

laar  33.  2C09  6  06  PM 

3 

6  mooms 

l;iar3a.  2C09  6:18  PM 

* 

=or  approxmatey  5  years. 

l;tar  33.  2C09  6:35  PM 

c 

3  yean 

raar  31,2309  3:11  PM 

c 

Since  It  Has  Deer  requiiea 

i;tar31.2C09  3:37  PM 

7 

1  year 

t;tar  31. 2C09  5  03  PM 

a 

Couple  of  years 

raar31,2C09  6:18  PM 

5 

Pie  oepaTTrer:  ras  not  usea  NiMS  eTecitrety. 

Apr  1. 2039  1  46  PM 

10 

Syrs 

Apr  2.  2039  5  39  PM 

11 

several  years 

Apr  7.  2039  8  36  PM 

12 

2  years 

Apr7.  2039  807  PM 

13 

Ore  to  t«o  years 

Apr  7.  2039  9.11  PM 

U 

Tamed  Vir  totr  years 

Apr  a.  2039101  PM 

15 

1  year 

Apr  8.  20391:19  PM 

16 

Several  years 

Apr  a.  2039  9:17  PM 

17 

Since  Its  Inception 

Apr  9.  2039  5:51  PM 

18 

2  years 

Apr  9.  2039  6  36  PM 

19 

3  years 

Apr  10. 2303  3:01  PM 

71 


NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Wh«1  r»oommen<Mtiofic  woyld  yoy  nav«  for  thoco  purcuirg  NiMS  oompiianoo  now^ 

Roapoflct 


Count 

ansurored  duospon 

It 

sArppod  diiotPo/i 

«t 

RNponMlMt 

1 

Nore 

iJtar  33.  2C09  6  00  PM 

2 

You  ne«<]  10  nari«  strong  SLppor  Ittxn  your  council  and  oiner  city  st3*r  to  l>e 
oonn-cned  to  II 

lAar  33.  2C09  6  06  PM 

3 

«ork  trcn  etnerg  trap  drector 

IA3r33. 2C09  6: 16  PM 

4 

Ensure  good  trackirg  and  review  of  requren-erts.  -lave  Municipaicies  look  at 
going  io  =eaerai  IC&'NIMS  incideni  man^en-er:  course  lor  Courties. 

lAar  33.  2009  6  35  PM 

e 

Practice  it  at  least  orce  a  year 

IAar31.2C09  3  11  PM 

e 

Stay  reftesned 

lAar  31.  2009  3:37  PM 

7 

Suy  nto  to  It  now.  i  Is  rere.  start  me  classes  and  star  integrating  it  Irio  your 
department  insstunonaize  IL 

Mar  31.  2009  5  03  PM 

a 

Star  ASAP 

IAar31,  2009  6: 16  PM 

3 

Support  tne  ptraining  wen  day  to  day  use. 

Apr  1.2039  1  46  PM 

10 

Jnkrown 

Apr  2.  2039  5  39  PM 

11 

Do  tne  irainng 

Apr7.2039  9:11  PM 

12 

impiementaoor  and  frequent  tranmg 

Apra.  2039  1. D 1PM 

13 

De  sure  to  nclude  all  policy  Takers  m  training 

Apr  8.  20391:19  PM 

14 

N.'A 

Apr  8.  2039  9:17  PM 

15 

Coomnate  ranirg  witr  agency  s  mat  nave  estaoiisned  NiMS  Have  a  core  group 
or  N  IMS  protloent  personnel  to  ensure  NIMS  compiianoe  m  tne  event  of  a  major 
incident 

Apr  9.  2039  5:51  PM 

16 

Try  K  Tnd  me  Dme  and  money  to  train  It  at  least  yearly. 

Apr  9.  2039  6  36  PM 

17 

Tram  supervisors  m  tne  concept  imtneaatey  Reguiany  senedueo  training,  even 
internal  taPietop  scenanos.  snouk)  De  utilized. 

Apr  10. 2303  3:01  PM 

16 

LOODy  wasmngton  lo  make  MMS  more  realistic  Tx  law  en'crcement  NIMS  is  not 
designed  for  smaller  agencies. 

Apr  13. 2303  1:54  PM 
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In  order  to  Inoroace  your  oomfort  lovol  wftn  HIMt  oompllenot: 


A.  A'nat  would  reed  to  oe  c^a^^d 

wrtfiin  •4IM3  Rse**^ 

B.  A'nat  would  reed  to  oe  c^8^^d 

wiri  Tt  «-ay  NIW3  It  trwree* 

C.  What  wouKi  need  to  onange 
within  your  ageney  or  miaslon 

D  What  oner  urtpec'ed  rrgt 
noUd  ’>eed  to 


Rocponce  Rasponae 


Percent  Count 

Sfi.CS  17 

I  33.CS  18 

tS-OS  1» 

SS.CS  11 

antwon^  qoaation  20 

shipped  quesPon  08 


A.  What  wouio  need  to  be  changed  wMiln  NIMS  ttaelT? 

1 

srorte-  cia»es  ard  at  casses  on  me 

t4ar  33.  2309  8:00  PM 

2 

A  redLcrior  or  ire  cormjsing  imning  taany  are  leoraea  cioseiy.  but  niear 
differer:  dings 

Mar  33,  2309  8  08  PM 

3 

t4ar33. 2309  8;  18  PM 

4 

^tv3  a  may  to  pow  trrougn  die  bureaucraflc  layenrg. 

taar  33. 2309  8:35  PM 

e 

dook  mlr  casses 

Mar  33,  2309  7:53  PM 

e 

nooiing 

r43r31.2309  3:11  PM 

7 

Gear  some  or  t  toward  very  small  departments 

taar  31. 2309  3:37  PM 

8 

Noding 

taar  31.  2309  5  03  PM 

9 

t4ar31.2309  8:18  PM 

10 

More  pressue  on  law  er'orcement  to  use  incioer:  command 

Apr  1.  2039  1  46  FM 

11 

taking  tests  is  useless  ard  iretnctent 

Apr  2.  2039  5  :39  FM 

12 

more  hands  or  nstrLCCior  nstead  or  eatonirg  pp"8 

Apr  7.  2039  6  36  FM 

13 

SlrrplPy  It 

Apr?.  2039  8  07  FM 

14 

3o  we  possbiy  mate  it  ess  acronym  driven’  I  don’t  know  Du:  It  dees  rot  come 
as  riatural  r.  tor  law  enfOiceTer:.  ^o*eve^  l  am  not  sure  that  k  is  not  Bw 
er'orcement  rather  than  NIMS  mat  needs  to  change. 

Apr  7.  2039  911  FM 

15 

*eweT’  acromyrs 

Apr  a.  2039  1.01  FM 

16 

beder  realization  mat  smaierjusndlctions  wli  nave  one  person  rarding  many 
responsibiilies 

Aprs.  20391:19  FM 

17 

JSK 

Aprs,  2039  9:17 FM 

18 

Apr  9.  2039  6  36  FM 
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1  A.  What  woutd  need  to  be  rtwigud  iMifeIn  NIMS  Itself?  | 

19 

Sor  t  stress  the  national  chair  of  command  as  much.  Local  mtnicipaioes  wii  noc 
be  invoryeo  County  &  Stale  Emergency  Gor.emment  will 

Apr  10. 2303  3:01 

20 

The  way  NiMS  is  preseired.  R  works  '<x  fire,  nut  police  are  na  tire  we  dorrt 
respond  with  tne  numcer  of  oncers  per  can  as  a  ore  i^ency  does  MMG  reed  to 
hgure  out  now  »  make  R  (Or  smaier  agencies  H  make  t  work. 

Apr  13. 2003  1:54 

B.What  would  need  to  be  efeangud  Mill  the  my  NIMS  letralmd? 

1 

keep  It  more  interest  1C 

tAar  33.  2009  6  00  PM 

2 

As  Stated  above  maxe  it  stiipler. 

t/ar  33.  2C09  6  06  PM 

Ve<t>age  anpiinczun. 


less  fire  omentea 


INotnng 


Gear  I  toe  ara  erraii  agences 


More  exercising,  less  ciasErooT 


voe  classes,  rrore  often,  osrxiensea  •  3  days  :oo  muc^ 


Practcai  appiicacor  to  ire  training. 


UKer  onine.  me  It  is  currently  ou:  ro  testing  in«K!ived 


Same  as  ai>c‘<e 


Shrpiry  ana  condense  it 


Notnng 


tramirg  is  goca 


snorter  classes 


UNK 


Tran  tor  tne  Oasic  incxlents  trat  vte  encounter  Instead  of  tne  major  disastors 


Same  as  aPcve 


r/ar33.  2C05  6;iePM 


Mar  33.  2COe  6  35  PM 


Mar  30.  2COe  7  53  PM 


Mar  31. 2009  3:11  PM 


t«r  31, 2005  3:37  PM 


Mar  31. 2009  5:03  PM 


Mar  31. 2009  6:16  PM 


Apr  1.2009  1:46  PM 


AprZ  2009  509  FM 


Apr  7,  2009  6  06  PM 


Apr  7.  2009  607  PM 


Apr7.  2009  9:11  PM 


Apr  8.  2039  1  01  PM 


Apr  8,  2009  1:19  PM 


JApre.  2039  9:17  PM 


Apr  9.  2009  6  36  PM 


Apr  10.  2003  3:01  :>M 


C.  Wliat  would  need  to  change  within  your  agency  or  mieeion 


More  need 


Required  training  with  ail  departments 


Ibsyr  In  and  mere  training 


Mlridset  regarang  >:on-scene  commaixri  reganang  smai  incidents 


mins  It  Is  not  tne  way  to  ggo 


I  Seoicate  time  and  money  Xi  K 


Growth 


Inotning 


More  time  using  incident  Command 


notning  now  except  new  hires  have  to  lase  tne  tests 


More  hands  on  framing  » increase  com'ort  leuel 


Nothing 


=rcbabiy  tne  disapine  ot  utilize  tnis  system  wnenever  an  incident  invories  more 
than  one  or  two  offeers  and  io  'ollow  tne  Coos  ftx  setting  up  and  ‘dlcwlng  the 
process,  we  reed  tocomomn  noejust  in  practice  out  Ir  tact. 


superuiscr  report 


lAar  33.  2C09  6  00  PM 


Mar  33.  2C09  E  06  PM 


t4ar30.  2C09  6:16  PM 


I  Mar  30,  2C05  6:35  PM 


ICElSESSim] 


Mar  31. 2009  3:11  PM 


l4ar31.2C05  3:37  PM 


Mar  31. 2005  5  03  PM 


Mar  31.  2009  6:16  PM 


1.  2009  1  46  PM 


Apr  Z  2009  5  09  PM 


Apr  7,  2009  6  06  PM 


Apr  7.  2039  6  07  PM 


Apr  6.  2009  1  01  PM 
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1  c.  What  w<Hnj  r\9»di  Ip  cii  wgi  wiHiB  yowr  twwy  or  mmsT&n  | 

16 

more  ome  icr  iralnirg  &  TLncUona  exerciser 

Apra.  2029  1  19  FM 

17 

UNK 

Apr  8.  2029  917  PM 

18 

We  reed  to  tran  it  more. 

Apr  9.  2029  6  36  FM 

19 

Tne  village  government  needs  »  naw  more  of  a  comrritment  to  iMs 

Apr  10. 2203  3:01 

20 

Netting 

Apr  13. 2203  1:54  av 

1 

None 

Mar  32.  2CC9  6  00  PM 

2 

Mar  33.  2C09  6  06  PM 

3 

Mar  33. 2C09  6: 18  PM 

4 

N.'A 

Mar  33. 2C09  6:35  PM 

5 

aa 

Mar  33. 2C09  7:53  PM 

6 

Time  and  money  -  maklrg  Ootn  avaiiabe 

Mar31.2C09  3:11  PM 

7 

With  only  2  FT  and  4  =T  It  Is  naro  lo  rnpiement 

lAar  31.  2C09  3:37  PM 

8 

noening 

Mar  31.  2309  5  03  PM 

9 

IAar31.20O9  6:18  PM 

10 

Furdmg 

Apr  1.  2029  1:46  FM 

11 

Apr  2.  2029  5  39  FM 

12 

Apr  7.  2039  8  36  FM 

13 

Apr7.  2029  807  FM 

14 

orobabiy  a  metrod  lo  trarsiiior  to  tris  more  organzed  team  approacn  to  cal 
response.  Given  die  Oakland  and  Pittsburgh  iretoents  as  liusiraqtive  opttne  «'ay 
diings  riapper  m  I.e.  I  am  not  sure  vse  can  ever  oe  totally  compiant  out  we  need 
u  start  *inang  a  way. 

Apr  7.  2029  9:11  FM 

15 

Apr8.  2039  101  FM 

16 

total  Ixiy-m  toir  other  'letds  of  sei%'ce 

Apr8.  2029  1:19  FM 

17 

UNK 

Apr  8.  2039  9:17  FM 

18 

Hill  II  mil  11^ 

19 

Provide  clear  arector  to  the  rntnlcpaites  acout  «na.  must  ce  oore  (innitrum 
standards  1.  Many  diirt  that  :nis  is  a  police  ard  fire  concept  only 

Apr  10.  2203  3:01  pV 

20 

Apr  13. 2303  1:54  PM 
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NIMS-is  it  going  to  get  us  where  we  need  to  be~A  Law  Enforcement  Perspective 


Has  your  organization  boar  suooassfui  at  sustaining  NIMS  bayond  tha  first  yaar  of  Impiamantatlon?  rf  so.  How 
hava  you  dona  tnail7 

Rasponsa 


Count 

19 

antwond  quaation 

19 

tkfppatf  guasPon 

•4 

RMpoiiM  Text 

1 

NO 

t/ar  33.  2C09  6:00  PM 

2 

ITS  a*diyi  an  e'Tort  lo  rramtam  sometning  mat  is  rarely  used.  We  are  curentiy  In 
me  proc^  of  requnrg  our  omcers  u  do  onine  Taming. 

Mar  30.  2C05  6  06  PM 

■» 

ria 

Mar  30. 2C09  6: 18  PM 

4 

Except  tor  offlcers  no:  acvtowiedgng  on-soere  corrmand  -  *e  na^e  been  atte  to 
acxnotelet^e  NiMSriCS  on  mio-leiiel  and  n-aragenai  level  scale. 

lAar  30.  2009  6:35  PM 

e 

no 

lAar  33,  2009  7:53  PM 

e 

Yes  staying  mromned  or  tre  process 

IAar31,20O9  3:11  PM 

7 

NO.  we  trained  m  ony  :ne  required  courses 

Mar  31.  2009  3:37  PM 

3 

yes 

lAar  31.  2009  S  03  PM 

9 

It  has  Deer  a  slow  work  tn  progress 

Apr  1. 2039  1  46  FM 

10 

iramtrg 

Apr  Z  2039  5  Q9FM 

11 

yes.  tabletop  exercises 

Apr  7.  2039  6  36  FM 

12 

Tnis  concept  is  udcrous  and  betrays  tre  mtndset  or  trose  adn'inistering  NIMS 

We  know  me  prcceaures.  We  krow  wnat  to  do  meres  notring  io  'sustain',  inis 

IS  not  a  religion. 

Apr7.  2039  807  FM 

13 

We  keep  training  n  me  basics  out  beyond  tral  rtM  real  successful 

Apr  7.  2039  9:11  FM 

U 

qiesdonacie 

Apr  8.  2039101  FM 

15 

jpinoMTi 

Aprs.  2039  1:19  FM 

16 

Yes  •  Ow  county  nas  improved  irs  corrmuiicacior  capabiiDes  between  agencies. 

Aprs.  2039  9:17  FM 

17 

Ongoing  ttamirg 

Apr  9.  2039  5:51  FM 

18 

NO. 

Apr  9.  2039  6  36  FM 

19 

Moderate  success  ATter  me  nitiai  training,  it  nas  lost  nximentuni  becouse  we  do 
n«  encounter  many  irddents  wnere  I  can  be  used. 

Apr  10, 2303  3:01  pM 
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NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Wh«1  ohalleneec  did  you  hove  to  ovorooma  In  ordor  to  appfy  tiM  tNoory  and  turn  It  Into  prooboa? 


Rasponta 

Count 


1B 

ansiverad  guastion 

1B 

siiippod  gi/esPo/i 

RMpOnM  Twrt 

1 

oncult  to  do  vkiinout  24  nour  ELDe''/iEici  and  rot  a  lot  or  need. 

Mar  33. 2C09  6  00  PM 

2 

We  sun  rave  trat  cnaiieiige. 

Mar  33.  2C09  6  06  PM 

3 

sn  cnaiien^eo 

Mar  33.  2C09  6:16  PM 

4 

Getting  onicers'pefscnrei  trained  and  :nen  jrderatarding  concepts  De>'ond  tne 
language'oeflritors  at  a  large  cureacracy' 

I4ar3a.  2C09  6  35  PM 

e 

none 

14ar  33.  2D09  7:53  PM 

£ 

.ust  reTemcenng  io  jse  (i 

l4ar31.2C09  3:11  PM 

7 

•Ve  sun  reed  to  gro«  our  stall 

14ar31.2C09  3:37  PM 

a 

Sainng  enpoyee  interest  and  identirying  uie  Deneits  and  never  say  won'  reed  it 
Decause  notnirg  Mti  napper  nere. 

Mar  31.  2C09  S  03  PM 

9 

T'aning 

Apr  1.  2039  1:46  FM 

10 

not  using  very  mucn  at  at 

Apr  2.  2039  5  39FM 

11 

Nore 

Apr  7.  2039  6  36  FM 

12 

Tne  cnaierge  is  trat  mere  are  ro  occasions  u  use  t 

Apr  7. 2039  807  FM 

13 

N.'A 

Apr  7.  2039  9:11  FM 

14 

Detter  yalnirg  tor  ofllcers 

Apra.  2039  1:19  FM 

IS 

Getting  ail  or  tne  ucai  agencies  to  sit  down  and  work  togeirer  tor  a 
comprenensive  county  wide  initiative. 

Aprs.  2039  9:17  FM 

16 

Tne  cnaierges  refrain:  tralring  is  scmewtiat  ntrequer:  ana  a  ma|or  ncider: 
could  happen  at  any  tkre. 

Apr  9.  2039  5  51  FM 

17 

PoMce  oncers  oTen  do  ria  nave  tre  time  ard  set  response  trat  eratre  inis  to 
wiork  so  well  wen  *ire. 

Ap'-9.  2039  6  36FM 

18 

Mucn  of  ne  training  dia  not  seem  practical  or  joP  related  tor  sn-aier  agencies 

We  rao  to  keep  using  tne  training  and  concepts,  even  smai  parts  at  IL 

Apr  10. 2309  3:01  piu 
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NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


»uppl«mepUi  prooedur^s,  pf»otio««.  equipment  or  technology  did  your  egenoy  introduce  to  eneolively  piao« 
tl>eory  into  prootioe? 

Peeponce 

Count 


14 

arrsieered  qi>esDon 

14 

qu^9t>on 

n 

muioiwi  Text 

1 

Nore 

t43r  30.  2C09  6  00  PM 

2 

ive  rave  cry  policy  manuals  n  place. 

t4ar  30.  2C09  6  06  PM 

3 

modem  conrmand  prooeaure<poncy  Viiage  wide  Ccmmana  post  venicie  Mtn 
interoperate  radio  and  computer  equlprrent  -  to  include  Marc  1  &  2  frequencies. 
Siowty  irrodjcmg  management  supervisor  to  ICS>NIVS  tneory  Timdgn  tape 
top  ana  cmer  exercises  Now  we  need  io  use  patrol  omcers  *i  sucn  exercises 
more  oilen 

t43r  30. 2C09  6  35  PM 

4 

Notrung 

Mar  31. 2009  3:11  PM 

5 

Nore 

lAar  31, 2009  3:37  PM 

6 

Set  up  EOC  ana  etsabiisrea  poicies.  and  procedures 

I4ar  31. 2009  5  03  PM 

7 

THIS  ras  Deen  completed. 

Apr  1.  2009  1:46  PM 

a 

none 

Apr  Z  2009  5  09  PM 

9 

usirg  training  outlines  supplied  by  EM  director 

Apr  7.  2009  8  06  PM 

10 

N.'A 

Apr7.  2009  9:11  FM 

11 

department  tralring  expaning  concept  and  pracbce 

Apra.  2009  1:19  PM 

12 

Updated  radio  *reqjenclee  Pre-pars  tor  a  Jont  information  center  updated 
protocol  lor  EOC. 

Apr  8.  2009  9:17  FM 

13 

SeveiopmenI  of  ar  emergercy  lesporse  manual,  a  coop  par  etc. 

Apr  9.  2009  5:51  FM 

14 

Mostly  suplementai  equiprrer:  loonmand  •'ericle  and  \CS  equpment  and 
rescoroesi 

Apr  10. 2009  3:01  PM 
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NIMS  -is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


How  do  you  moMuro  your  oo^noy'o  oporatlonal  or  funotJonal  oapabliltioa  In  NiMt? 


Roapofiaa 

Count 


17 

ar>f  wertd  gi>osOon 

17 

skrppotf  guofPon 

«e 

1 

We  oon 

r/ar  30. 21:09  6  00  PM 

2 

We  Oort  omef  Tian  requiring  training 

I4ar  30.  2C09  6  06  PM 

3 

Ok  •  rot  spectacjtar,  bu:  a  gooo  ca&e  witn  need  io  oormLe  to  tram  and  use 
exercises  to  rave  everyore  reel  more  corr'oftaoie 

Mar  33.  2C09  6:35  PM 

4 

dooi 

laar  30.  2C09  7:53  PM 

e 

We  oorl 

Mar  31,  2309  311  PM 

e 

Mar  31. 2C09  3:37  PM 

7 

Not  mere  yet 

Mar  31.  2C09  5  03  PM 

a 

During  day  to  day  ofieratlons. 

>tpr  1.  2039  1  46  FM 

9 

■mere  is  ro  way  to  measure  sometning  mat  isni  done  orien  erotgr 

Apr2.  2039  5  09  FM 

10 

mrougn  tatxetop  discussions 

Apr  7.  2039  6  36  FM 

11 

We  dorl  oiner  man  anecdotally. 

Apr7.  2039  9:11  FM 

12 

fair 

Aprs.  2039  101  FM 

13 

mrougn  omcer  penomance  eiaitalions 

Apr  8.  2039  1:19  FM 

14 

Practice  exercises 

Apr  8.  2039  9:17  FM 

15 

Our  perfonnance  is  measured  post-iraoent  mrougn  aC.er  action  tnenngs.  We 
Delete,  cre-e.eri.  mar.  our  capaDimes  a'e  adequate  to  race  most  cfiaiienges. 

Apr  9.  2039  5  51  FM 

16 

We  do  not  measure  It 

Apr  9.  2039  8  36  FM 

17 

By  peitormance  or  personnel  dunrg  ircidents 

Apr  10, 2309  3:01  PV 
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NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Are  Ihere  quectlonc  that  neve  ncM  been  eeked  nere  or  are  tnere  ooneerna  with  either  NiMt  or  the  ICt  oomponent 
inat  muct  be  euptored? 

Reeponee 


Count 

1S 

aneieered  diMstton 

1€ 

sktpfy^d  diresbo/i 

RMpOOMText 

1 

NO 

taar  33.  2CC9  5:00  PM 

2 

NO 

taar  30.  2C09  6  06  PM 

7 

N/A 

taar  30.  2C09  6:35  PM 

4 

NO 

t4ar31,2C09  3:11  PM 

e 

NO 

taar  31.  2C09  3:37  PM 

€ 

10 

taar  31.  2C09  5  03  PM 

7 

NO 

Apr  1.  2009  1  46  PM 

9 

1  am  somewnat  concefrea  inait  in  ire  ecent  or  a  ruge  et«nt  and  mngs  wont  go 
as  smooiniy  as  anticpaited. 

Apr  Z  2009  5:09  PM 

3 

NO 

Apr  7.  2009  6  06  PM 

10 

NiM^  and  ICS.  Dotr  in  practice  and  :ne  Irainng  rave  ceen  grossi>'  exaggerated. 
Tne  irainng  is  Dioated  and  mostly  rreievent.  Tne  corcepcs  could  ce  taugnt  n  nair 
die  Mme  Tne  program  nas  lost  creoiwiity  because  tne  raining  is  repetitive  ard 
Dana  it  dweis  on  joo  tcies  wiin  seemngy  endless  subdivisiors.  a  scenario  mats 
meanngrui  nr  a  fraction  of  tne  rations  agencies  irs  ro  vvonder  mat  I  see  peope 
'professorais.  not  siomsi  literally  roiling  meir  eyes  enen  atienung  tnese 
sessions,  wtiie  tne  nsbsctors  prattle  on  about  tne  forms  tnat  need  io  be  filed  out. 

Apr  7. 2009  807  PM 

11 

NO 

Apr  7.  2009  9:11  PM 

12 

no 

Aprs,  2009  1:19  PM 

13 

NO 

Aprs.  2009  9:17  PM 

14 

1  cannot  tnink  or  any  at  mis  time 

Apr  10,  2003  3:01  aw 

15 

Yes.  MMS  IS  a  good  idea  and  aorks  for  fire  departments  across  tne  country 

NiMS  and  smaller  police  agencies  is  rot  neaiislic  for  me  first  response,  wner  a 
small  poice  agency  response  to  an  m  progress  irodent  mere  may  not  be  a 
command  post  set  as  all  onicers  are  needed  io  just  control  me  irmai  problem. 

■foe  can  »e  get  NiMS  to  work  around  tnat  in  speaking  wtm  fire  personnel  mey 
donl  understand  wnac  we  go  mrougn  Tfiey  respiond  wtm  a  truck  and  engne  and 
usually  wim  enougn  peope  to  set  up  a  structure  fO'  NiMC.  Polloe  donl.  smai 
agences  have  two  or  mree  oncers  on-duty  may  need  eterycody  »  nanae  me 
call.  When  oiners  arrive,  they  car  not  expect  NiMS  to  nave  beer  mpemented. 

Yet  most  fire  ^encies  wH  be  locking  ror  me  snin  supen'iscr  to  Just  Pe  standing 
around  watting  for  them  »  get  mere  ard  as  any  pence  otTce'  knows  mat  may  not 
be  nappenng 

Apr  13. 2003  1:54  PV 
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APPENDIX  C.  COMPLIANT 


NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


How  often  end  how  do  you  tram  NIMS  (monthly  Quarterly,  yeartyf? 

Response 

Count 

14 

aneurartd  Queeeton 

14 

skipped  <fu*9t$on 

RMponMText 

1 

inioai  Training 

Mar  33,  2C09  e  02  PM 

2 

Yearly 

Mar  33. 2C09  6  16  PM 

3 

wren  incioerts  occur  ana  lor  pre-ciannec  ever'^.  6-1 0  imes  anr  ja  > 

Mar  33.  2C09  6  20  PM 

4 

Si-yeariy 

Mar  33.  2C05  6  57  PM 

e 

yearly 

fAar  33.  2005  7  16  PM 

6 

Wttti  si^iervtsors-  Ouarteriy 

Witn  Cfteerv  seml-arnLairy 

Mar  33.  2005  10:0-9  PM 

7 

quarterly 

Mar  31, 2C09  5  57  PM 

S 

All  ne*'  ernpoyeee  receirt  ;ne  Irainng  Alien  urea  and  ai  oiner  erpioyees 
received  :ne  training  5  years 

Apr  1.  2039  12:15  =M 

9 

Yearly 

Apr  2.  2039e:18FM 

10 

yearly 

Apr  7.  2039  7  55  PM 

11 

Yearly 

Apr  a.  2039  2  35  PM 

12 

Yearly 

Apr  a.  2039  3:15  PM 

13 

Probably  quarlely  due  to  several  training  scena''os  nvniclt  use  tne  process. 

Apr  13, 2309  4:12PM 

14 

yealy 

Apr  14,  2309  6:06  PM 
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NIMS  -is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


you  inoorporatod  tfia  ICt  poftlon  of  NiMt  mto  your  dally  opoaratlonc?  If  oo.  how? 


Roapofico 

Couni 


14 

antwerod  quofCiom 

14 

skrppotf  dwsPo/1 

RMpOdMTMt 

1 

Yes  c>  poicy 

Mar  33.  2C09  6:02  PM 

2 

Tie  ::ri:epi6  are  esiaoiisnes  in  our  soo  manual.  Ail  onice's  naee  received  me 
apprpp'ate  level  of  ICS  training. 

IAar33.  2C09  6: 16  PM 

3 

Ye«  certan  cans  irat  requre  an  increased  aTounI  or  star  to  cover  I'rour  or  more) 
nequre  commano  ana  ics  201  completion  at  a  mninxim. 

Mar  33.  2309  6  20  PM 

4 

Yes  Wnen  necessary  tne  Superfisor  at  tre  scene  would  set  up  tre  ICS 

Mar  33.  2309  6:57  PM 

e 

yes  Dy  policy  ana  practice 

rAar33.  2309  7:16  PM 

c 

Yes  Any  major  mcioer:  tne  officers  respond  to.  e.g.-  mar  wim  gun.  stabcirg. 
snooting,  lire,  etc  must  mrorm  tne  oiner  otllcers  ard  dispatcn  of  a  CP  ana  sate 
entry  route  io  tne  Indoert.  =irst  ofTce''  on  scene  is  ire  tc  until  properly  relleteo 

Oy  a  supervisor 

Mar  33.  2309  10:09  PM 

7 

NO 

Mar  31,  2309  5:57  PM 

9 

yes.  specialized  teams  sucn  as  Tactical  teams.  Specia  Events  ard  EOD  uses  It 
wnen  major  incident  nappens.  tne  ICS  is  instituted  ana  oepenang  on  tne 
magntude  of  tne  incioem.  depends  or  wnat  agencies  assist 

Apr  1.2039  12:15  PM 

9 

Yes  It  IS  poicy  for  supervisors  to  use  ICS  protocols  for  cnpcai  ncioerts  ana  any 
incidents  in  wricn  it  may  be  eiiectU'e 

Apr2.  2039  6:18  PM 

10 

yes.  tnrougn  tne  command  structure  and  major  incidenievent  'ormaang 

Apr  7.  2039  7  55  PM 

11 

Oriy  lor  moderate  »  major  Incioerts. 

Apr  8.  2039  2:35  PM 

12 

impiementea  mto  tre  patrol  guide 

Apr  8.  2039  3:1 5  PM 

13 

Yes  *e  nave  ana  we  wort  regularly  wm  Rre,  EMS  and  snenr  crncers  wim 
training  projects. 

Apr  13. 2309  4:12  PM 

U 

Yes  ai  specia  events  ard  special  ops 

Apr  14. 2309  6:06  PM 
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NIMS  -is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Hat  your  agonoy  avar  Itao  oooaalon  to  Imptamant  HIM*  In  a  madlum  or  larga  caala  avant?  Plaaaa  raiata  your 
aatlcfaotlon  or  dicaatlaraotlon  with  tha  axparlanoa. 

Raaponca 

Count 


U 

answered  questfon 

14 

skipped  qu*9don 

■■PHBiTsxt 

1 

t«0 

lAar  30.  2K)9  6  02  PM 

2 

NO 

Mar  33.  2C09  Site  PM 

Not  n  a  ireourr  or  large  scale 

lAar  30.  2C09  6  20  PM 

4 

Our  agency  rias  been  a  leaa  organlxzaiior  n  t«o  ma)or  :abe  top  excersses.  Not 
utaiiy  satis'iea  wen  :ne  orgarizaUon  hired  u  organize  ard  run  the  table  top. 

Mar  33.  2C09  6:57  PM 

c 

Yes  *e  have.  yoi.  need  to  scae  It  bacx  deperxing  or  ire  eyem 

IAar30.  2C09  7:16  PM 

e 

factory  3-  aiarr  lire  wttrin  Ihe  Vliage  or  ~«»in  uaKes  wonted  vtei  with  the  PD  and 
pD  A  iroeli  dnii  witr  area  FDS  and  our  pd  and  tne  County  Stiemr  at  tne  Country 
Thunoer  grourOs.  Aorked  well  between  FD  s  ard  PO  with  tne  new  ratio  Mutual 

Aid  intercperabiity  ireguendes  worked  wed. 

Mar  33.  2C09  lO:^  PV 

7 

yes.  It  wonted  wet 

Mar  31.  2C09  5:57  PM 

3 

dLhrg  severe  flooding  In  2038  It  was  used  and  worked  well. 

Apr  1.2039  12:15  PM 

9 

Yes  and  I  served  us  very  well. 

Apr  2.  2039  8:18  PM 

10 

Yes.  It  was  useful  n  locaUrg  needed  emergercy  persornei 

Apr  7.  2039  7  55  PM 

11 

Yes  It  worked  as  expected 

Apr  8.  2039  2:35  PM 

12 

Yes  unifled  comnand  witn  other  agencies  was  a  mnor  probem. 

Aprs.  2039  3:15  PM 

13 

Yes  we  incorporated  t  n  2309  with  a  large  scae  ceebratisn  wnere  we 
incorpoated  the  State  Emergercy  Varagernem  coirmand  post  traier  wen  reps 
from  Police.  Fire.  EMS  and  Courity  resources. 

Apr  13. 2309  4:12  =V 

14 

Yes  gas  leak  wonted  flrte 

Apr  14. 2309  6:06  pV 
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NIMS'is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Oo««  y<Mir  oro«nlzatlon  work  wrth  an  actaDllahad  Emargonoy  Managamart  framawork  within  yo4ir  olty,  town  or 
vlllaga?  ■  ao.  haa  your  looal  EM  group  aatablicnad  a  untfiad  yaarly  program  of  training  batwaan  all  daparimanta 
that  inoiudaa  pra-planning  and  aatabilahing  lr«oldant  Aotion  Plana? 


Raaponaa 

Count 


14 

answ9mi  question 

14 

skrp|>ad  guatbon 

RMponMTaxt 

1 

NO 

14ar  30.  2C09  6  02  PM 

2 

1 .  EM  16  coorairatM  Dy  tne  lire  Oepartmefii. 

2.  NO 

I4ar3a.  2C09  6:16  PM 

3 

Ye<  cut  not  yearly  irainrtg 

I4ar  30.  2C09  6  20  PM 

4 

We  nesfK  wtBi  Miviiaukee  CDouriy  Emergency  Management  very  tveli 

I4ar  30.  2H)9  6:57  PM 

5 

Ye«  our  EM  16  very  actrie. 

t4ar  30.  2009  7:16  PM 

6 

im  currently  upoaing  ice  Viiage'6  En-ergency  Neeponee  manual.  <enoena 
County  En'ergency  Goverriinent  16  proactii'e  vktin  yearly  unneo  trairing  among  an 
EM  group6  wcnir  ire  county,  i  do  deonellrge  wttn  tne  ^re  Cnief  after  an  incident 
*cr  feedcack  between  cotn  the  =0  ana  FD  to  correct  or  enrarce  eooperacior 

I4ar  30.  2C09  10:09  PM 

7 

yes 

I4ar  31.  2009  5:57  PM 

3 

yes 

Apr  1.2009  12:15  pm 

9 

Yea  nee  naiie  paiCcipateo  «itn  tne  ViMautee  county  Emergercy  Goremment 
ard  otrer  agenciee 

Apr  2.  2009  8:18  PM 

10 

Yes 

Apr  7.  2009  7:55  PM 

11 

Yes  ere  »oix  eioseiy  wen  county  emergercy  maragement 

Aprs.  2009  2  35  FM 

12 

Yes  as  tre  Municipat  EM  Coordinator  we  rave  nad  yearly  piarnirg  wttr  all 
department  neads  and  nave  eetacilsneo  municipal  emer^ncy  semce  functions 

Apr  8.  2009  3:15  FM 

13 

Yes  we  tram  annuaiy  with  tne  County  EM  arecicr  in  cotr  taoie  :cp  and  actual 
nanos  on  exercises 

Apr  13.  2009  4;12PM 

14 

Yes  trrougn  Ozaukee  County  Emergency  management 

Apr  14. 2009  6:06  pM 
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NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


How  lonQ  h«v»  yoy  Da#n  u«ing  NIMS? 

Racpofxt 

Couni 

14 

answaratf  giMstton 

14 

skif^>*d  qifkVon 

*• 

RMponM  Test 

1 

2  Years 

I4ar  30.  2009  E  02  PM 

2 

TVro  years. 

f4ar33. 2009  6: 16  PM 

3 

Since  2007 

I4ar  30. 2009  6  20  PM 

a 

Wien  It  nrsl  Decame  requrea 

faar  33.  2009  6:57  PM 

c 

3  years 

I4ar  33.  2009  7:16  PM 

c 

ei  T»ln  Lakes  for  :ne  past  Tiree  years  enstrirg  me  PO  Is  In  compliance  wen 
®EI4A.  Before  comii^  to  "win  _ates,  jsed  me  IC  system  for  my  2i  years  on  me 
TEU  Unit  n  Milwaukee,  ana  MPD  ntroOLcea  MVS  to  me  eitire  PS  snomy  after 
9-11. 

I4ar  33.  2009  10:09  PV 

7 

3  years 

I4ar  31.  2009  5:57  PM 

a 

2COE 

Apr  1.  2039  12:15  PV 

9 

Since  2003 

Apr  Z  2039  6:18  FM 

10 

2  years 

Apr  7. 2039  7:55  FM 

11 

Seier  years 

Apr  a.  2039  2  35FM 

12 

Approximately  3  years 

Apr  8.  2039  3:15  FM 

13 

For  aooul  me  past  3  years. 

Apr  13. 2309  4:12  PV 

14 

2yr 

Apr  14. 2309  6:06  pV 
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NIMS  -is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Wh«1  reoommendatlofx  would  you  navt  for  thoco  purculro  N  Jit  oompllonoo  now7 


Rocpo«is« 

Count 

12 

onsworttf  qiMStion 

12 

sJtrppod  dvoidon 

71 

RMpOflM  TMt 

1 

N  it/5  300  &  4C0  IS  not  neeaed  for  smaller  agencies 

I4ar  33.  2309  6:02  PM 

2 

It  IS  very  importart  to  get  everyone  compliant  witn  tne  NiMS  Trairing 

(4ar  33.  2309  6:57  PM 

3 

Make  IS  an  agancy  pnoraty 

I4ar33,  2009  7:16  PM 

4 

Ai  my  supervisors,  nciudng  tre  Oispatcn  supervisa  naive  NIMS  303  &  400  Ai 
otncers  rave  1 03  &  200  as  required  Dy  feua.  Not  ai  volunteer  lire  personnel 
nave  730  &  903  wtiicn  we  reed  to  speed  jp  complance  and  I  rave  maoe  a 
recommendation  to  our  village  3card  and  village  Administratcr  to  at  minimum 
complete  700  &  600  on-iire,  wtm  tne  Viiage  Administrator  compieUrg  330  &  4C0. 
snii  waldrg  for  compiance. 

(Aar  33, 2009  10:09  PM 

e 

get  me  Talnirg  completed  and  use  t  dally  to  unoerstano  t  tetter 

(Aar  31.  2009  5:57  PM 

6 

more  or  a  oatacase  of  exampes  from  otner  agencies  or  nvnat  mey  nave  used  and 
worked  mat  would  Pe  simiar  to  treir  agency 

Apr  1.2039  12:15=1/ 

7 

Nave  all  or  me  office's  attend  tne  classes  and  rot  Tan  mem  wim  me  orHire 
courses.  Mate  sure  mar.  you  have  a  mecransm  m  pace  to  revew  compiiarce 
status  OP  a  reguar  cass. 

Apr  2.  2039  6:18  PM 

a 

maintain  tne  cask:  compiance  100’203<'3CO  NIMS 

Apr  7. 2039  7:55  FM 

9 

Take  k  sertousiy.  suffer  mrougn  tne  reprcor  ana  gel  it  done  K  some  pent,  you 
will  be  glad  trat  you  dtd 

Apr  8.  2039  2  35  FM 

10 

Cortnue  to  update  your  paming  and  training. 

Apr  a.  2039  3:15  FM 

11 

Get  compiant  and  stay  oomplant  wim  tegular  traning  as  it  Is  me  cest  traning 
avaiacie  to  cebne  resources  n  me  event  of  ar  emergency. 

Apr  13. 2309  4:12=1/ 

12 

Get  er  dun  -  Its  mandated  you  mignt  as  wen  get  used  to  It 

Apr  14.  2309  6:06  =1/ 
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NIMS  -is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


in  ord«r  to  Inoroaso  your  oomfort  leval  wftn  NIMI  oompllanoa: 


A-  wrvat  would  rood  to  bo 
ohangod  wKhln  NMS  Itsoif? 

B.  What  would  nood  to  bo 
ohangod  with  tho  way  NIMI  la 
trainod? 

C.  What  would  nood  to  ohango 
within  your  agonoy  or  misalon? 

D  Wbat  ccner  ursoec^ed  V’ rgs 
aoud  need  to  cronge' 


RocDonco  Roaponao 
Pofoont  Count 

90.9%  1d 


90.0%  10 


_  00.01%  10 

as.SS  5 

aof  wertd  guoacto^  11 

siirp|>od  guof  Po/i  72 


A.  wnat  wour<i  n«oa  to  t>»  ckmgM  wMiln  nims  itsoir? 

1 

Tne  enure  program  neeos  lo  ce  conoerseo 

Mar  33.  2C09  e:ie  PM 

2 

To  coTpiete  a  Naiorai  incident  Training 

tAar  33.  2C09  6  57  PM 

3 

less  u&e  or  acfo>nnis  ard  streamline 

tAar  33.  2C09  7:16  PM 

4 

tAar  33.  2C09  10:09  PM 

c 

recognise  mat  ore  size  ooes  not  fit  an  oepartments 

Mar  31. 2C09  5:57  PM 

6 

more  real  time  soeraros  otrer  man  on  paper 

Apr  1.2039  12:15  PM 

7 

Nomng  any  cfianges  ait  mis  pont  MOUd  create  rajor  comusion  ana  problems. 

Apr  2.  2039  618  FM 

a 

.ess  reptcior 

Apr  8.  2039  2  35  FM 

9 

Llpdale  as  necessary 

Apr  8.  2039  3:15  FM 

10 

Nomng 

Apr  13. 2309  4:12  PM 

11 

less  tecrnicai  in  oelirition 

Apr  14. 2309  6:06  PM 

B.  Wbat  would  need  to  bo  cfeanoM  iMtti  Ik*  My  NIMS  lakikmlT 

1 

T  a  ii"g  ras  becore  too  nroao  rspeiitve. 

laar  33.  2C09  6:18  PM 

2 

Tat  e  loc  wim  anoirer  state 

tAar  33.  2C09  6  57  PM 

3 

see  abcve 

I4ar  33.  2C09  7:16  PM 

4 

Mar  33.  2C09  10:09  PM 

5 

-lave  par.s  designed  for  sTaier  oeparn-er'A 

Mar  31. 2C09  5:57  PM 

6 

more  real  time  sceraros 

Apr  1.2039  12:15  =M 

7 

Wake  :ne  training  ce  mandatory  ciassioom.  no  more  on  ine  trainng 

Apr  2.  2039  6:18  PM 

8 

3«creaE«  aas&room  time 

Aprs.  2039  2  35  FM 
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NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Hac  your  oroanizatlon  boon  suooaoaful  at  sustaining  NMS  bayond  tha  firai  yaar  of  implamantabon?  If  so.  hoar? 

Rasponsa 

Count 


12 

afYaiaerad  <|i>asPon 

12 

sSfppotf  9i#af  Po/i 

71 

RMpOOMText 

1 

res 

iviar  30.  2C09  6  20  PM 

2 

We  reed  to  constar:  v  stay  on  top  of  t  wen  nen-irvoeTS  tro  use  :ne  tranng 

Mar  30.  2009  £  57  PM 

3 

yes  Dy  p'actice 

I4ar  30.  2009  7:16  PM 

4 

Witn  in-rotse  traning  as  slated  m  question  1. 

Mar  30. 2009  10:09  PM 

e 

We  contlrue  to  pro.ide  trainirg  and  updates  on  NIMS 

Mar  31.  2009  5:57  PM 

e 

yes.  oontinued  education  specia  lean's  inpiement  n  training 

Apr  1.2009  12:15  PM 

7 

Yes  we  nave  made  MMS  a  tranng  prtortty  and  our  command  star  understands 
ne  importarce  NiMS  and  iCS  In  erecoveiy  respordirg  to  mum-junsdicUonai 
incidents 

AprZ  2009  8:18  FM 

a 

Yes  Tade  it  mandatory  Irainng 

Apr  7.  2039  7  55  FM 

9 

Yes 

Apr  a.  2009  2  35  FM 

10 

Yes.  tnrougr  continual  review 

Aprs,  2009  3:15  FM 

11 

We  partlcpate  in  e.ery  avaiiabe  training  program  to  reman  current  ard  ramiliar 
witn  NIMS 

Apr  13.  2009  4:12  PM 

12 

yes  we  condrue  to  strive  to  use  R  m  more  and  ndre  appneadons 

Apr  14, 2009  6:06  pM 
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NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Wii«t  ohali#ngd<  did  you  hav«  to  ovoroomo  Mi  ordor  to  apply  tha  thaory  and  turn  it  into  praottoa. 


Raaponaa 

Count 


12 

ansMorad  quasPon 

12 

tkrppad  quasPon 

71 

RMponMTwl 

1 

Nore 

lAar  3a,  2C09  e:20  PM 

2 

It  frill  ifr  a  cfailenge.  Employes  are  wiling  u  jfre  i  txit  musi  be  nemnderea 
•requenlly. 

lAar  3a.  2C09  6:57  PM 

3 

learring  curye 

Mar  3a.  2C09  716  PM 

4 

Nore  at  ai  FEMA  expiahfr  me  reqjlrementfr  wWi  oeadines  and  by  presenUrg 
mat  to  tne  PO  eTpicyeefr  ard  Vilage  1  gel  cooperation  Also,  wttr  my  expertenoe 
ard  past  praccice  irs  easier  lor  everyone  to  apply  and  practice 

lAar  3a.  2C09  10:^  PM 

c 

Many  people  looked  at  tne  training  and  ndrt  trink  It  would  work  in  a  smai 
department 

lAar  31. 2009  5:57  PM 

e 

money  and  educating  ereiyone 

Apr  1.2009  12:15  PM 

Overcoming  me  miBai  irainirg  requirements  n  terms  of  getllrg  everyone  trained 
witnin  me  Bme  ilmcs.  Tnen,  inergrating  ics  nto  oor  everyday  resporses  we 
needed  to  stay  focused  ard  committed  to  tns 

AprZ  2009  818  PM 

a 

Nore 

Apr  7.  2009  7  55  FM 

9 

It  wasn:i  inat  ditricur..  Tne  ‘elks  who  vie^e  tacBcaiy-traired  undersicod  K 
immediately  and  tre  otrers  came  along  quickly 

Ap-^  8.  2009  2  35  FM 

10 

Having  tne  incident  commander  na  become  par.  of  tne  actual  operation. 

Aprs.  2009  3:15  FM 

11 

Every  service  had  tneir  own  way  of  providing  treir  services  ard  it  we  had  to  get 
over  me  terrttonai  issues  in  order  io  provloe  tne  cesi  response  to  meet  tne  speonc 
needs  of  a  particular  situation  Oir  tranirg  orenastrates  tre  unique  needs  of  eacr 
sruation.  wricn  provides  ire  exact  services  needed  ana  minimizes  oversii  of 
services  at  scenes  wnere  t  is  rot  required. 

Apr  13.  2009  a:l2=M 

12 

tramirg  compliance 

Apr  14. 2009  6:06  pM 
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NIMS-is  it  going  to  get  us  where  we  need  to  be~A  Law  Enforcement  Perspective 


Wh«1  »uppl«m«nUi  prp»9dur»«,  pr«otio««.  tvoAPO^gy  or  oquipmonl  did  your  agtnoy  mtroduoo  to  tffoottvtiy  piaoo 
ilMory  Into  praotioo? 

Rocponco 

Count 


11 

11 

skrppotf  guosPon 

72 

RupaiiMText 

1 

We  erjbisned  me  prcceaure  to  oepoy  and  practice  lao  neei  equipmem  or 
Mcnrocgy  rag  been  pkrctiaged  due  to  tact  ornnang 

taar  33.  2C06  6:57  PM 

2 

more  delated  after  action  reports 

t.13r  33,  2C09  7:16  PM 

3 

■lavtng  art  radios  neprogramn'ea  to  Tee;  me  area  jurtsaictians  ^reeo 
intenoperaMity.  nag  made  comTunicationg  a  ccnptete  180  De:*een  ai  eniteg 
incorporating  a  General  Order  pertaining  to  me  IC  protocol  and  naring  me 
superngors  ensuOng  me  IC  system  lg  being  used  property  mates  me  process 
etrective. 

l;iar33, 2C09  10:09  PM 

4 

vte  nave  started  Lsmg  me  ICS  lorms  for  ncioeris. 

tVlar  31.  2C09  5:57  PM 

e 

equipment  w  as  obtained  by  grans  and  poicles  sere  vtrtiter 

Apr  1.2039  12:15  =M 

e 

We  rave  a  poicy  mat  inegrates  NIM&ICS  Into  our  police  responses,  we  rave 
aquired  PPE  and  omer  specBity  equpment  to  prepare  tor  our  Homeand  Sectnty 
duties,  snouid  trey  arse  and  «e  tram  otten  «tm  ms  equipren. 

Apr  2.  2039  6:18  PM 

? 

badging  of  personnel 

Apr  7.  2039  7  55  PM 

Q 

Sore 

Apr  a.  2039  2  35  PM 

5 

inter-operabie  radios 

Apr  8.  2039  3:15  PM 

10 

We  rave  approprated  extra  comTurication  equpmen;  tor  potentia  NiMS 
operaoong  ard  are  seexirg  gran  mones  tor  equipmer:  mat  Mil  combine 
*requenciee  m  me  case  or  an  event  requiting  multi  ^ncy  communcations  so  trat 
use  can  implement  NiWS  wen  better  oommurication  abiioes. 

Apr  13.  2309  4:12  PM 

11 

It  Is  mandated  so  ive  use  ( It  Is  mat  simple 

Apr  14.  2309  6:06  =M 
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NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Ho«  do  you  moosure  your  oo^noy'*  oporatlonoi  or  fundtonai  oapabilitloa  In  NIMS7 


Rocponct 

Counl 

12 

artaworad  duottio^ 

It 

sftrppod  9uosdo/i 

71 

RtSpOIIM  T#Xt 

1 

=r:rcJeit  lof  tne  size  ortne  DDnnjnty 

lAar  30.  21:09  6  20  PM 

2 

Ave-age 

lAar  30.  2009  6:57  PM 

3 

.ery  gocd 

Mar  33.  2009  7:16  PM 

4 

=?e:ji'e  teedcask  mrotgr  arer-acOon  reports  or  meeUrgs  to  deOnef  an  irwKienl 

Mar  30.  2009  lOlO’O  PM 

5 

:ne  Ire  oems  we  use  NIMS  in  rave  sno«n  :nat  vve  are  Toving  n  :ne  ngr: 
direclioi  We  rave  a  Aays  x>  go  lo  nave  a  coTpiete  understanang  of  :ne 

c:ri:?pi 

Mar  31. 2009  5:57  PM 

c 

deorenrg  at  tne  end  of  events  or  wna;  lo  improve  ana  wna;  eomea 

Apr  1.2039  12:15  PM 

? 

Atove  average. 

Apr  2.  2039  6:18  FM 

a 

we  dont.  Ixit  are  compliant 

Apr  7.  2039  7:55  PM 

3 

^jii-scae  FIX  ana  real  events 

Apr  a.  2039  2  35  FM 

10 

Alter  acior  reviews 

Apr  8.  2039  3:15  FM 

11 

3y  p'eparedness  onus,  ana  taeng  die  steps  u  make  actual  cor*acts  to  assess 
avaiaciiry  x  Hie  time  or  exercises  we  can  tnen  assess  potenliaiy  now  resotrees 
woud  Pe'availabe  In  actua  events 

Apr  13. 2309  4:12  PM 

12 

Eacn  use  IS  a  success  but  we  debde'  lo  make  sue  Itie  system  is  wonung 
property  ano  unaerstooa 

Apr  14. 2309  6:06  PM 
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NIMS-is  it  going  to  get  us  where  we  need  to  be-A  Law  Enforcement  Perspective 


Ar*  there  q  jectlcnc  that  heve  not  been  eeked  here  or  are  there  oonoerne  with  either  NiMt  or  the  iCt  eomponent 
that  muct  be  enp^ored? 

Reeponce 

Count 


11 

answered  <|i>estfon 

11 

sktppwi  duesbon 

72 

RMpOOMText 

1 

Grar"^  tor  i«nroiogy  ano  equipment 

lAar  3a.  2C09  6:57  PM 

2 

none 

l/ar3a.  2C09  7:16  PM 

3 

\.'A 

lAar  3a.  2C09  10:C>9  PM 

4 

no 

lAar  31, 2C09  5:57  PM 

5 

no 

Apr  1.2039  12:15  =M 

6 

1  oor't  beiiet«  me  communicaiion  rnier-operaoiiiiy  i&eues  nave  been  eieciU'eiy 
aodreetea  Tne  equipn-er:  reeded  to  be  actually  inter-operatxe  ir  Viiwaunee 
County  ard  Soumeast  \*/ieconsin  co«*^  a  great  deal  or  morey  ard  there  are 
pomcai  Hurdles  mat  son  have  rot  beer  overcome,  it  is  beder  man  it  was.  bu*.  ras 
a  long  way  to  go 

Apr  2.  2039  8:16  PM 

7 

no 

Apr  7.  2039  7:55  PM 

a 

N.'A 

Apr  8.  2039  2  35  FM 

9 

Sow  mat  rrost  of  us  In  LE  are  traireo  mere  seems  io  be  a  lack  or  nims  tramirg 
avaiacte  for  new  sijpeivisors  mat  need  ICS  30DrAC0. 

Apr  8,  2039  3:15  FM 

10 

Nomng 

Apr  13,  2309  A:12  PM 

11 

So  we  keep  K  sirrpie  m  our  applicator  V  ICS  ..we  use  me  posioors  mat  we  rave 
*or  each  appilcaiOfi..  we  are  a  small  agency  so  we  dont  have  as  many  groups 
etc  .NIMS  IS  a  guideline  lor  us 

Apr  14,  2309  6:06  PM 
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